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PREFACE

This report initiates a series of Working Notes directed towards documenting, analyzing, and

explaining the costs to operate and maintain school buildings belonging to the New York City Board

of Education. The purpose of this first report is to present a broad base of key concepts supplemented

with historical and technical perspective. Although the title indicates the major concern of this report

to be custodians and custodial helpers, all forseeable areas of interest within the scope of the project
are discussed.

What has been completed by the Project Management Team is an important first step that will

ultimately serve to reduce the costs of operating and maintaining the school systems buildings.
However it is :till just a first step. Nexts steps will include bringing into the project appropriate

professionals and/or consultants who will be able to investigate some of the more technical areas of

building management.

The project leader for the project was Ronald Omegna. Both he and Rudy Rine Idi of my staff

gathered the data, performed the analysis, and prepared this report. I wish to thank Bernard Esrig,
who reviewed the report and provided helpful editorial suggestions. The cooperation and assistance

of Max Uffer, of the Production Control Unit of MIDP, and Michael Narrone, of the Custodial
Payroll Unit in the Division of Business and Administration, were invaluable in assembling the detail

data needed to develop an understanding of custodians' earnings and custodial helpers' work patterns.

Many of the exhibits used in this report were taken from an unpublished report prepared by the

Office of Labor Relations and Collective Bargaining; the unpublished report provided considerable

insight into custodians' earnings and the rising costs of the custodial service program.

Special thanks are given to Ida Wejksnora and Helen Messiah, for coordinating the production

aspects of the report; to Claire Beneduce, Sheila Gonsalves, Rona Thompson, Joan Cole and Sylvia

Leibowitz for typing the report and its many drafts; and to Jacqueline Wong Posner, for providing

the excellent graphic design.of the exhibits contained in the report.

BERNARD R. GIFFORD

Deputy Chancellor
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SUMMARY

The Board of Education uses over 1,000 individual facilities in conduct-

ing its educational programs and providing its internal administrative services.

These facilities are the property of the Board of Education (with the except-

ion of some leased space arrangements); the operation and the maintenance of

these buildings is a Board of Education responsibility. The dominant figure

affecting the costs of the operation and maintenance of any particular building

is the custodian.

The custodian is a building manager; his responsibilities include cleaning,

providing heat, ventilation and elevator services, making minor repairs,

supervising repair work of outside contractors, and supervising all building

service employees (custodial helpers). The custodian Is under contract to the

Board of Education to provide certain prescribed levels of service in line

with the responsibilities mentioned above. For example, the custodian is

responsible for cleaning the school building; his contract with the Board of

Education clearly indicates exactly how many times per week the school building

must be cleaned and exactly what cleaning must be done. In his working relation-
-

ship with the Board of Education the custodian functions like a contractor

(albeit he Is a civil service employee of the Board of Education): he has

autonomy to hire his own staff and negotiate wage settlements with the unions

representing his employees, he may request services from other organizational

units of the Board of Education, and he has authority to sub-contract for

services with external vendors. Like a contractor, the custodian receives lump

sums of funds which he uses to meet his contractual obligations; the lump sums



ace estimated by an allocaticn formula, i.e., the Board of Education uses a

complex formula to determine the maximum amount of money it will give a

custodian to meet contractual obligations for a particular school (the amount

is calculated separately for each school building as each building is different

in size, features, etc.). The difference between the allocation and the

custodian's expenses provides the funds that become that the custodian's earn-

ings. The better the custodian manages his resources, the lower he maintains

his costs, the more money he has left over, thus the more money he can earn

for himself. The Board of Education counts on the competitive nature of

custodians to provide services efficiently so that the custodians may earn as

much as possible (the contract does however set definite limits on the maximum

salary a custodian may earn from one school assignment in order to guarantee

that the quality service is not sacrificed). It is of course expected that

any monies not expended after services have been provided and after the

custodian has reached his maximum sa!ary will be returned to the Board of

Education.

There are at present approximately one thousand custodians* under contract

to the Board of Education and these custodians employ an average of six

thousand custodial helpers. The services that the custodians and their staffs

provided the Board of Education in the 1975-1976 fiscal year cost approximately

S114,000,000; this sum includes the earnings of custodians, the salaries of

custodial helpers, supplies, external vendor contracts, and purchased capital

*Note that the Board of Education operates and maintains more facilities (1,056)
than there are budgeted personnel lines for custodians to man these facilities

(1,020); in the course of one year some two hundred custodians might receive
assignments to cover more than one school building. The number of custodians
varies during the year as custodians retire and replacements are recruited.



- iv -

equipment. The money purchased custodial services, and represents one

component of the cost to operate school buildings (other components include

fuel, electricity, administrative overhead, etc.). Maintenance costs (for

example, costs for repair of a roof, major electrical wiring, boiler repair,

etc.) were not included in the figures just mentioned, but the policies and

procedures of custodians do ultimately affect these maintenance costs as

well.

As the need for custodial services by the Board of Education has grown

due, for example, to extended hours of school building use for Continuing

Education programs for adults and breakfast programs for students; ard as

the complexity of the new buildings that replace old facilities has increased,

for example, by buHdings with high pressure heating systems, the cost of the

operation and the maintenance of school buildings has also tended to increase.

Because the custodian has been the financial focal point, only the Money he

receives to run his building has in the past been submitted to scrutiny when

analyzing rising costs. This approach ignores such costs as were mentioned

above for fuel, etc., and also for all maintenance items, and thus minimizes

the role the custodian's performance has in effectively controlling the

expense to operate and maintain school buildings.

In addition to the need to analyze rising costs, and to study the

effect of thc performance of custodians, there is a need to examine audits

showirri trt iome custodians have abused the autonomy and authority provided

them unr terms of their contract with the Board of Education; in certain

cases some custodians ileve been investigated for possible illegal activity.
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It is important to study how the situation at the Board of Education could have

deteriorated to this extent, and it is necessary to auickly undertake cor-ective

action.

This report addresses itself to these needs; it is the first in a series of

Working Notes that will discuss the various factors affecting the cost of operation

and maintenance of a school building. The strategy of this project is to assemble

data on cost factors, analyze trends and procedures in current methods of providing

custodial services, examire alternatives to present methods, and report the infor-

mation in management oriented documents. The goal of these Working Notes is to

effect change in the area of operation and maintenance of school buildings by pre-

senting and clearly defining the financial impact of present policies and procedures.

The desired long term change is the reduction in the cost of operating and maintain-

ing school buildings in ways that will maintain or hopefully expand the present

quantity and quality of custodial services.

The Project Management Team assigned to this project began its efforts in

mid-September, 1976. Two events triggered that timing:

- A complete and independent review of the finances of the
custodial service program, comparing the budget allocated
versus the expenditures made, was requested by the Deputy
Chancellor and results indicated significant overspending
in the last two years; the review also projected continued
overspending this year unless something was done*

- Budget cuts were mandated in July, 1976 to eliminate
further deficit spending; these cuts caused the layoff of
over 1,400 custodial helpers; nearly 940 of these custodial

helpers were full-time employees. The financial impact of
the layoff of this many possible principal wage earners was
so great that it necessitated an investigation of ways to

return TO work some of these laid off employees.

*The overspending arose because the Board of Education honored obligatory
collective bargaining increases with custodial helpers in spite of insufficient

fiinds in the custodial service budget ; the NYC Office of Management and Budget

would not approve the allocation of additional funds needed to remedy the budget

shortfall. The subsequent overspending was the result of inaction by the manage-
ment of the custodial service program to reduce services and bring expenditures

in line with the approved budget.
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The Project Management Team has intended that this Working Note develop

the nature and scope of the problem mther than solely emphasize figures and

charts. Substantlal efforts will be placed on gathering the data to make

financial decisions during the remainder of the project. The material provided

in the appendices attempts to provide wortnwhile historical and technical back-

ground.

The remaining sections in this summary present the preliminary findings

on custodians and custodial helpers, offer several policy alternatives to be

considered during the present contract negotiations with the custodians, and

indicate three sub-projects to be begun during the next few months.

THE CUSTODIAN

Direct responsibility for the operation and maintenance of school build-

ings lies with the Bureau of Plant Operation and the Bureau of Maintenance,

both belonging to the Division of School Builcings.. The end of year budgets

for these Bureaus in 1975-1976 were $125,407,527 and $34,851,142 respectively.

The totals amount to approximately 6% of the expense budget for the Board of

Education.

The efficiency of the methods, procedures and personal policies employed

by the custodians determines the cost of the custodial services required by

the Board of Education and ultimately the cost of maintenance of school

buildings. Flexibility in choosing the personal policies, procedures, and

methods the custodians will employ is afforded by the contract between the

custodians and the Board of Education. The flexibility built into the contract,



which oricinally ,,,ade the contrac4- a "per4or-once" contract giving the

custodians autonomy and considerable authority, also leaves the Board of

Education open to abuses. Many questions have been raised about alleged

abuses by custodians and of severe :ost inefficiencies which must be answered:

- The New York Herald Tribune** and the New York Times**
reported in 1964 on former Governor Rockefeller's
special investigations committee inquiring into the
New York City school custodians' high salaries; the
New York Times article points out that "one custodian
made more than $53,000 in 1962-1963 - which is more
than Mayor Wagner received - and two others earned
more than the $40,000 paid to... the Superintendent
of Schools."

- The Fleischmann Commission*** report in 1971 included
a section on a Recommendea ,:peration and Maintenance
System in which it discussed problems in current
systems:

"the problems... (in this area) ... are reflected
in the difficulty of hiring and retaining capable
people, the lack of sources to tap for training
assistance, and the indication of excessive costs,
aggravated by the need for undue repairs and pre-
mature replacement"

4The contract is labelled a "performance" contract in that the better a
custodian performs, i.e., the better he is at providing services at the
lowest cost, the better will be the salary a custodian may earn.

**See Appendix: 15 for copies of the newspaper articles appearing in the
New York Herald Tribune and the New York Times on October 19, 1964.

***Fleischmann Commission: New York State Commission on the Quality, Cost
and Financing of Elementary and Secondary Education: Non-Instructional
Services: A Study of Alternatives; Peat Marwick, MitchelA & Co.; Agril,
1971; p 1.19.
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- Tne Educational Priorities Panel released a report* in
1976 calling for public hearings on the question of
custodial practices and costs. The report discusses
allegations of hiring practices in which the custodian
hired members of his own family, that capital equipment
purchased by the custodian for use by the Board of
Education ultimately becomes his property (in as littic
as 3 to 5 years,) and noted that the custodian "union
is demanding elimination of a stipulation in the cu-rent
contract under which the Board of Education and the
union were to study alternative means of providing
custodial services in the schools which might be more
cost effective."

The New York State Comptroller's Office completed an
audit** in 1976 of contracted custodial services in the
Bureau of Plant Operations and estimated savings of
approximately 27 million dollars if all schools were
contracted out for custodial service. This projection
rbsulted from a sample of five schools on contracted
service; it neglects the role of the custodian in call-
ing for m-lintenance services from the Bureau of
Maintenan e. The magnitude of the savings projected
does indicate the need to fully understand the cost
factors in present Board of Education methods and
procedures before making any large scale decisions.

- The New York City Comptroller's office examined the
operation of the custodial service in 1976 as part of
it:: continuing audit of the Board of Education and

"...found that the contracts with the Custodians
were heavily weighted against the Board. We
found also that the one with the Custodians'
employees was interpreted in an unusual manner
regardinv overtime payments. Laxity in foliowup
of accounrs receivable etc. on the part of the
Board was also found.

*The press release and fact sheets prepared by the Educational Priorities
Panel are included in Appendix: 3.

**There was a tentative, draft audit report produced On June 23, 1976; that
audit report, including the preliminary reply by the Board of Education is
included in Appendix: 9. Also inciuded is a supplementary audit report
about "Custodial Service at J Certain High Schc3I" issued January 28, 1977.
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The effect of the pro-custodian contract, the
pro-custodian-employee interpretation, plus
the Board's laxness, has resulted in excess
cost to the Board of more than $12 mil;ion
In 1975. Over S8 million was due to overtime
costs that could be eliminated or substantially
rd-cd."

Each of the alleged abuses and cost inefficiencies is under analyses

by the Project Nianagement Team, data to substantiate the veracity and, if

true, the total cost of each of the alleged abuses are currently being

gathered. Preliminary findings, however, do strongly suggest abuses in the

entire custodial service program stemming from the flexible custodial contract

and limited management controls:

- The custodial contraCt places a maximum on the salary a
custodian can earn during normal day school activity in
a given school; a schedule is used to determine the
earnings for extra activity in the school. Together,
the custodTan is not allowed to retain in earnings more
than $31,000. In the 1975-176 fiscal period, 95% of
all custodians earned within 95% of their maximum salary;
77% achieved their maximum salzry. Nearly 17% of tre
custodians earned $30,000 or nver. There are "to/0 reasons
for these results:

*.P,e audit report completed on January 19, 1977 i irmludell in Appendix: 17.
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The contract Imposed limits on custodial earn-
ings relate tc one school assignment; if a

custodian cove-s two school buildings, he is
entitled to earn the maximum salaries of each
school and can vhus potentially exceed the often
quoted $31,000 limit.

The abuse arises from the fact that multipie
assignments, given to custodians only on a
temporary basis, appear to have become insti-
tutionalized. The Bureau of Plant Operation
has not modified its budget to provide enough
personnel positions to put a permanent custodian
in every school; and so many custodians can thus
expect high earnings through multiple assign-
ments.

.The schedule to determine earnings for extra
activity also relates to one school assignment;
if a custodian transfers from one school tc a

second school, during one fiscal year, a flaw
in the contract terminology allows him to earn
more than the $31,000 contract limit.

It appears that this flaw in the contract has
been know -,bout for some time by staff in the
custodia. 4ervice program, but no action was
taken to correct the flaw.

- The traditional career path leading to a custodian's
position usually begins with a position as fireman;
with each change of position the employee joins the
?ppropriate union. However, both custodians and
firemen belong to the International Union of
Operating Engineers (Locals 891 and 94 respectively.)
The fact that the unions are associated may limi+
negotiation objectivity during times when custodians
settle wage and fringe benefit agreements with firemen.
It is not at all ciear that the Board of Education
should be held to such agreements between unions
without having more control of the negotiations.
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The monies a custodian does not use, i.e., monies in
excess of expenditures during any given period, are
held by the custodian in interest bearing accounts.
At the end of the custodian's fiscal period, the
excess money less the interest is returned to the
Board of Education. The custodian retains the interest,
and it is not considered part of his $31
on earnings. The proble that arisr:;
as long as six months for the Board :
retrieve the excess from some custo

Capital equipment purchased by the custodian can be
depreciated in 3 to 5 years; however, the Board of
Education retains the right to use the equipment for
five years. Private building malagement firms con
tacted indirlted that much of this equipment has a use
ful life to them of 15 years. One key element in
in the dispariry of depreciation times is that at
the Board of Education ownersh;p title to capital
equipment is passed over to +he custodian as
soon as equipment is fully depreciated. There thus
appears to be limited incentive for the custodian not
to depreciate capital equipment as quickly as possible,
and in fact is appears he does depreciate equipment as
quickly as possible.

There is an additional area in which the custodian can have financial impact.

The area is 1-he maintenance of school buildings, which the custodian can affect

in two ways:

(I) Directly : by excessive requests for regular and
emergency repair service.

(2) Indirectly : by accepting less direct responsibility,
thereby placing more work onto the Bureau
of Maintenance.

Examples of the first are as follows:

The custodian has given contracts to external vendors
to service elevators in schools. In emergency situations
the Bureau of Maintenance may make temporary repairs in
order to return the elevators to working order (cost
figures are currently being gathered,) but does not get
reimbursed for its associated costs. In such cases the
Board of Education pays the cost of the vendor contract,
plus the Bureau of Maintenance costs. The custodian is
abusing the emergency status of the situation in demand
ing the convenience of the Bureau of Maintenance repairs,
rather than demanding service from the vendor.

1 3



- The custodian has hived a progressively larger number
of women in the handyman title over the past few years
to the extent that female handymen account for 25% of
the total hours worked in 1975-1976 by handymen (0.26
million of the total of 1.1 million hours). It is alleged
that the female handyman performs administrative work
(typing, filing, etc.) and that the women hired as handymen .

are usually reiatives of the custodian. It true (and an
examination by the Project Management Team is jnderw-
to ascertain the accuracy of the allegation. therP ar
two abuses:

. The handyman title receives $6.58 per hour and
on a yearly basis this provides a salary of
$13,686; this amount is well above normal
clerical salaries

. There is a loss of handyman nroductivity in
that the female handyman is performing admin-
istrative work. This loss must be handled by
increased service requests to the Bureau of
Maintenance for repair mechanics

In a recent investigation of custodians reported in the
New York Times on May'5, 1976, it was discovered that a
custodian had both his wife and son on the payroll; the
son had made more than $15,000 extra in overtime. A

Board of Education official noted that the son's time
card was most unusual, "...he worked seven days a week,
nine to ten hours a day, with no time for lunch...".
The amount of money the custodian's son earned in
overtime is more than most custodial helpers earn in
regular pay.

The indirect effect is noticed during contract negotation. If the custodian

is able to negotiate fewer direct responsibilities in his contract, some other

agency must perform the task. The other agency is the Bureau of Maintenance; for

example,

The custodian is responsible for the repair of broken
windows. New contracts have however limited the number
of repairs; the custodian is not required to replace
more than a certain number of window panes per month*,

*The exact maximum number of broken window panes that the custodian is required
to replace is determ'ned by the type of window sash; the maximum requirement
for one month is to replace 45 window panes if in a wood sash, 22 window panes
if in an aluminum sash, and 12 window panes if in a steel sash.
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or to repair windows whose length for two sides exceeds
45 inches. The Bureau of Maintenance makes repairs in
excess of these contract limitations and also assumes
the cost for such repairs.

It is clear from all these statements that even though some custodians may

be guilty of illegal or at best improper activities, the contract the custodians

have with the Board of Education is much too

to permit entreprenurial flexibility, ha

spirit of the agre.ement. lt is also clear

The contract, in attempting

custodians to abuse the

management of the Bureau of

Plant Operation has not instituted strong controls over the financial and oper-

ational matters of the custodial service program; controls must be strengthened

and alternatives sought to decrease the cost of the present methods and procedures.

THE CUSTOD1AL HELPER,

The largest expense for the cUstodian is the custodial helper. The custodial

helpers are hired, scheduled, paid and fired by the custodian; they ...nerally

perform services in line with their titles: cleaner, handyman, watchman, fireman,

stationary engineer (operates more complex heating systems,) coal passer and

laundry-bath attendant (maintains swimming pool and laundry areas.) Last year

these employees consumed in slary and Apenefits 77% of the money given custodians

for custodial services; there were over 6,000 custodial helpers in 1975-1976 and

they cost the Board of Education 87 million dollars for 13 million hours on the

job.

After collecting detailed information on custodial helper payrolls from the

Production Control Unit of the Bureau of Management Information and Data Proces-

sing, data were examined to identify trends and to uncover any yearly operating

cycles in total hours worked. The trend in total hours worked by custodial helpers

1 5



over the past three years showed a net increase of 6%. By adjusting the figures

for the total hours worked to include the effect of hours worked at overtime and

shift-differential rates, figures for total equivalent hours paid were calculated.

These figures showed a net increase 5% over the three years. Since the growth

In total eauivalent hours paid was less than that in total hours worked, thereswas

a slight gain in the efficiency of the custodial helpers.

The transparent overlays presented in Appendix: 5 illustrate the hour-, worked

by custodial helpers in the fir- rer '976-1977; In comparisn7 the hours

worked in .e same quarter of 1975-176 (Illustrated by the colored graphs in

Appendix: 5) the substantial drop in hours worked in the first quarter of 1976-1977

is the result of a 13 million dollar budget cut levied on custodial services in

July, 1976. This budget cut was part of the continuing economies levied across

the entire Board of Education. A chief concern at this point was to examine the

feasibility.of returning to the work force some part of the custodial helpers that

were laid off during this budget cut. Data col!ected indicates that nearly 240

full-time jobs would be created if overtime and shift-differential* payments were

halted and more inexpensive work scheduling policies instituted.

The operating cycle data illustrates the hourly work patterns of employees

by individual pay period during the 1975-1976 fiscal year. It was found that

both the hours worked and the overtime and shift-differential paid for custodial

helpers peaked during the year in the holiday season at the end of December and

the beginning of January. This is not in itself unusual as there are three major

cleaning periods: in September before school begins, after the Christmas holidays,

and after the Easter holidays; however it is unusual that only after the Christmas

holidays were peaks observed in the total hours worked and in the overtime and

shift-differential paid. Further, the December period is the end of the custodians'

*A shift-differential of 5% of the regular wage is paid to custodian helpers as
they must work between the hours of EPM and BAM.
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fiscal year; analysis showed that custodians as a group historically enter the

Dacember period with substantial cash surpluses. It has not been determined as

yet whether the hours worked during this December period were to satisfy a real

workload, or whetner the custodians financed extra work because they had excess

funds avallabie. It is Important to note fhat the custodian receives no monetary

benefit for returning excess funds from his allocation to the Board of Education.

POLICY AND PROCEDURE ALTERNATIVES

Although this report has attempted to minimize the reliance -tables and

graphs, and in fact while much of the data needed to make accurate forecasts and

-

recommendations is still to be gathered, tKere are a number of poticy and procedure

alternatives that can be suggested from the findings to date. While a full under-

standing of the impact of these alternatives really requires reading the main text

of this report, most alternatives take a very common sense approach to attacking

the high cost of custodial services.

The alternatives have been identified as follows:

- Short term alternatives suggested for immediate implementation
based on the information included in this Working Note

- Long term alternatives suggested for further Investigation,
with acceptance based on data which will be collected during
the remainder of this project.

The short term alternatives suggested include the following:

- Performing a priority review, of ail services provided in
the custodial service program with the objective to establish
the frequency and need for all services provided; such a
review could reduce costs by eliminating services not
desperately needed

- Distributing the current Rules and Regulations for the Custodial
Force in the Public Schools of the Ci-Fy of New York to personnel
outside the Bureau of Plant Operation, i.e., release the rulebook
to all users of custodial services; this will allow pedacogical
staff to be know!edgeable of the full responsibilities of
custodians

17



Reinstituting the rating of custodial performance under
a system in which users of custodial services have the
ability to affect the earnings of custodians ana the
assignments custodians receive; the objective is to inject
more financial control by users into the indirect system.

These three policy or procedure alternatives will have major impact on the

performance and cost of custodial services. The suggestions will make users'and

management more aware of the cost of the services demanded, and will also provide

the information necessary to affect the quality of the performance of all

custodial personnel.

Additional short term alternatives suggested Include:

- Instituting a policy whereby no custodian may hire a
family member to work for him

- Creating a clerical title in the custodial helper series
to perform administrative work for custodians when
necessary

Imposing a ceiling of $31,000 on custodial earnings,
independent of transfers in custodial assignments or
handling multiple assignments (i.e., when covering more
than one school building)

Mandating that all custodians' financial and personnel
procedures and records comply with the same standards set
by the Ppard of Education for any of its centralized or
decentralized units; and mandating that these records be
subject to annual audit by the Board of Education

Limiting the purchase of capital equipment to only that
equipment pertinent for use in the particular school
building the custodian is assigned to (e.g., not allowing
the purchase of jeeps for use in snow removal in schools
with small schoolyards); eliminating all personal use of
capital equipment

Eliminating the reimbursement to the custodian for vacation
time and sick leave for custodial helpers in excess of 21
calendar days per employee; the objective is to handle
vacation time and sick leave of custodial helpers through
proper manpower scheduling rather than through expected
reimbursements from the Board of Education
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- Mandating and enforcing t;le poiicy that all lump sums
received by custodians fr thi Board of Education for
providing custodial servi,.:es ba kept in trust accounts
for the Board of Education so that any interest earned
on these monies is the property of the Board of Education
and so that excess funds are more easily returned to the
Board of Education

Establishing a procedures whereby the Board of Education
deducts FICA and withholding taxes for custodial helpers
from the lump sums it gives custodians on a two-week
after-the-fact basis (rather than attempting to secure
reimbursement from custodians a'ter the Board of Education
has made these payments tc) the Federal Government for the
custodian)

Beginning an operations improvement project in the Custodial
Payroll Unit with the objectives of developing and strength-
ening the unit so that it is capable of providing timely
*-Inancial reporting on the custodial service program in
,eneral and the financial recore'..; of custodians in particular
as well as providing field audit capability of custodial
operations.

There are two significant proposals that will require implementation over a

longer term and will need the results of the data to be gathered in the remainder

of this project. Based on the priority review of custodial services suggested

previously, and the reinstituting of a comprehensive rating system, it is

suggested that the Rules and Regulations for the Custodial Force in the Public

Schools of the City of New York be revised. The document was last issued in 1966

and it should be redone with input from the top management of the Board of Education

as well as from the users of custodial services in the schools.

Also, the allocation formula that provides funds to operate a school building

should be revised. This will require gathering comparative cost and performance

data from other New York City agencies, other school systems, and private industry

using custodial services, and then developing an allocation formula that assumes

the use of techniques and euqipment that are state of the art in the building

management field today.
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While it is clear that the Board of Education should launch more pilot

projects to study other systems capable of providing custodial services, such as

the direct system* and the contracting system**, there is an additional approach

that is particularly recommended. The Board of Education presently has only 1,000

custodians for 1,056 school buildings; it is possible to shift assignments so that

one entire Community School District will have no presently empHyed custodian

sgnec to ir buildings. 4, District Building Management Office could then be

established, on a pilot program basis, with the responsibility to provide custodial

services in the district, supervise all custodial service personnel in the district,

and be responsible for all financial affairs of the custodial service program in

that district (note that the "new" custodians who would be recruited would be under

the supervision of the District Building Management Office, would have fewer respon

sibilities than present custodians, would have less autonomy and authority, and

would also receive smaller salaries.) The objective of this recommendation is to

achieve cost reductions through greater financial controls, through economies of

scale attained from coordinated planning of district activities (such as using

fewer schools for extra activity thereby reducing custodial fees,) from combined

purchases of supplies, and through the use of speciality teams able to perform

more difficult repairs and provide periodically needed services on a rotating

basis throughout the district's schools.

*In the direct system all employees in the custodial service program are civil
service employees, not just the custodians; the custodian does not have
"contractor" status.

**In the contracting.system, all services would be provided by vendors and, the
Board of Education would not hire its own custodians or any custodial helpers.
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NEXT STEPS

The next steps in the cost analysis will be directed to fully research all

cost areas mentioned in the policy and procedure alternatives, to provide

complete analysis of the data c^ilectr,d e,,-; -0 m,- into, cost areas.

The work to be done has been assigned to three individual sub-projects which

will run in succession and will require approximately two man-years of effort:

- project I - will.gather further cost data on direct
custodial services and indirect services (Bureau of
Maintenance); and will include a reorganization of
the Custodial Payroll Unit in the Division of Business
and Administratio7,

- Project 2 - will examine each item in the custodial
contract and review the factors determing the fund
allocations used in the present custodial system

Prcrect 3 - will examine the strengths, weaknesses
and alternatives to the present custodial system
and will include an operational audit* of a sample
school district.

Each project will be concluded with a management oriented Working Note

-such as this one.

l'An operational audit team is being assembled from.the Board of Education's Office
of the Auditor General and from several members of the Institute of Internal
Auditing. The objectives are to strengthen the operational auditing skills of
Board of Education auditors, to provide additional support for the Project
Management Team, and to examine in detail and first hand the methods, procedures
and personal policies of a custodian.
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CONCLUSION

The area of operation and mainten2 L 'Idings invc.ve.D tne

_;c7 actions of roughly 8,600 people and costs the Board of Education 6%

of its budget. The key figure in providing services to the Board of

Education is the custodian, over which the school system appears to

exercise little real management control. The custodial contract, originally

designed to have sufficient flexibility to reward "performance" by indivi-

dual custodians, has been taken advantage of, and in fact circumstances suggest

that severe and costly abuses of a well-intentioned contract have occurred. As

time nas passed, the operation area has become increasingly complex, there is

little financial reporting, little accountability, and therefore little under-

standing of the cost factors by top mangement of the Board of Education.

The custodian is well compensated and possesses a great deal of direct

and indirect command of both the operation and the maintenance in school

buildings. In some cases he does not always operate in the best financial

interest of the Board of Education. The need to obtain information which will

allow top management to exercise more control over the present system led to

the initiation of this cost analysis by the Project Management Team. In

addition to documenting and analyzing current methods and costs for the

operation and the maintenance of school buildings, the Project Management Team

is also examining cost effective modifications and improvements to the present

system. As the project proceeds it is hoped that cost effective alternatives

to the entire indirect system will be studied. It is hoped that the policy

alternatives provided by the Project Management Team will serve as a useful

guide to all parties involved in the current custodial contract negotiations.
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A SOURCE DOCUMENT ON CUSTODIANS AND CUSTODIAL HELPERS:
WORKING NOTE NO. 1 IN A SERIES: A FULL COST ANALYSIS OF THE OPERATION

AND MAINTENANCE OF SCHOOL BUILDINGS

This is the first in a series of .la Notes about the cost of the opera-

tion and maintenance of New York City Board of Education school buildings.

This report presents the objectives of the full cost analysis, describes the

complex ask of analyzing the cost of the operation and the maintenance of school

buildings, and explains the thrust and method of operation of the Project

Management Team assigned to the project. Preliminary findings of the project

are discussed at length since the findings are relevant to the current policies

and procedures of the Board of Education. Background material has been included

both in the main text and in the appendices to provide historical and technical

perspective on the subject.

I. INTRODUCTION

Management attention traditionally focuses on the custodians when consider-

ing the primary force that "keeps the school building going". Board of Educa-

tion custodians function today as building managers; they select and employ

their own staffs, obtain specialized services from vendors, and request support

services frcm other areas of the Board of Education. But the funds that appear

in budget documents and expenditure reports identified for custodial services

do not reflect the total funds dedicated to keeping the school buildings going.
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This project was identified as afull cost analysis of the operation and

the maintenance of school buildings. A succinct definition of these two cost

components was provided in a report to the Fleisc"mann Commission*:

- Operation comprises the housekeeping tasks concerned
with keeping the physical plant open and ready for use

- Maintenance includes the tasks required to keep all
buildings, grounds, and equipment in good repair.

The funds usually identified for custodial services represent most of the funds

consumed for the operation of school buildings. The full cost analysis will

place stress on the total cost of operation, but will also include the total

cost of maintenance, especially in so far as maintenance costs are found to be

directly affected by operation policies and procedures.

The project has been organized to supply management with analysis of the

effects of Board of Education policies and procedures on the cost of operation

and f-aintenance of school buildings. With this in mind, the Project Management

Team has begun to study historical trends and examine current operation.

Specific objectives were established by the Deputy Chancellor:

During the current fiscal period the project must identify
means:

To increase the services provided by the custodial
helpers and by the specialized staffs employed in
the Bureau of Maintenance, within currently budgeted
funding

To increase the employment opportunities for custo-
dial helpers within currently budgeted funding

wFleischmann Commission: New York State Commission on the Quality, Cost and
Financing of Elementary and Secondary Education; Non-lnstructional Services:
A Study of Alternatives; Peat, Marwick, Mitchell 8, Co.; April, 1971; p1.18.
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- For tne next fiscal period the project must identify means:

. To decrease the cost of the operation and the
maintenance of school buildings, maintaining the
current quantity and quality of service.

The scope of the project is thus rather bru4d; it will cover many topics

and should serve many purposes. The degree of success of the project depends

though on developing a clear understanding of the nature and characteristics of

the operation function, and the inter-reiation of this function with the maint-

enance function. Perhaps some specific examples will iliustrate the diversity

of the problems to be discussed:

- The custodian is a civil service employee, yet he is given
bulk sums of money to hire his own employees, non-civil
service employees, and is given the authority by contract
to make wage and fringe benefit agreements with these
employees. Some of these employees are members of the
same union (though different Locals) that represents the
custodians. The result may be a severe loss f bargaining
objectivity (and thus a possible loss of productivity)
since the custodian, as management, must negotUate with
other members of his own union

- The Bureau of Maintenance has the capability to perform
elevator repair work and in many instances does do
emergency repair work for custodians. Some custodians
receiving such emergency repair work have at the same
time sub-contracted elevator repair and maintenance to
external vendors. The result may be a double charge to
the Board of Education for elevator maintenance: the
direct cost of the vendor contract and the indirect cost
of the Bureau oi Maintenance emergency repair work.

The tr-r 4 the full cost analysis will be to develop a cost indicator:

an .annual figure -Dr the cost of operation and maintenance of an average square

foot of space in school building. This information, when supplemented with

comparative cost data from other New York City agencies, other school systems

and private industry situations, should provide quantitative decision criteria

on which to base new Fr ' of ...cation policy.
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The strategy of the Project Management Team will be for it to complete

sample income and expenditure statements* for operation and ftlaintenance costs

for the last three years, plus the current fiscal period. These financial state-

ments will then be analyzed, and cost allocation procedures used to calculate a

figure for the cost of operation and maintenance of an average square foot of

space in a school building. The statements will have provisions to include all

sources of financial support for the areas of operation and maintenance, specify-

ing appropriate budget lines in the Division of School ouildings and budget lines

for administrative services (such as those provided by the Division of Business

and Administration,) and will have provisions to include all expenditures even

such indirect expenditures as various employee fringe benefits, utility costs

and reimbursable items. The sample,financial statements will ultimately be

modified and improved, and then incorporated as formal reports regularly prepared

for appropriate management of the Board of Education.

To date the Project Management Team has used as primary sources of information

detP!,ed computer generated reports made available by MIDP**, the standard Board

of Education budget document, and an unpublished report*** prepared by the Office

of Labor Relations and Collective Bargaining. The computer generatcad reports

conta;ned data on custodial helpers prepared for the management of the Bureau

of Plant Operation, as well as data on male and female custodial helpers prepared

for the unions representing the custodial helpers. Secondary sources of infor-

mation included various personnel of the Production Control Unit of M1DP and

*See Appendix: I.

**Burcau of Management Information and Data Processing, Division of Business
and Administration.

***A number of graphs from this report are reproduced in several Sections of
this Working Note; they are identified wherever used.
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the Custodial Payroll Unit of the Division of Business and Administration, and

the Director of Facilities for the Sachem School District.* As the

project continues Board of Education schools will be visited and a complete

survey of key staff in the Bureau of Plant Operation and the Bureau of Main-

tenance will be undertaken so that the inter-relation of operation costs and

maintenance costs and the effect of policies and procedures can better be under-

stood. An additional dimension of the cost analysis will be provided by cost

figures for similar operation and maintenance services performed in other New

York City agencies, other school systems and private industry situations.

Section II of this report contains general background material on the

the operation and the maintenance of school buildings at the New York City

Board of Education. Particular attention has been given to the custodian and

his contract. The preliminary findings on custodians are presented in Section

Ill; this section is particularly important as the findings have direct impact

on current custodial contract negotiations. The preliminary findings on hours

worked by custodial helpers are presented in Section IV; this section is

particularly important as the findings have direct impact on current polictes

and procedures. Section V presents a series of operation and maintenance policy

alternatives, some able to be put into effect in the short term, that were

developed from the findings discussed in Section ill and Section IV. The last

section of this report describes in brief the sub-projects that will be conducted

to complete the remainder of the cost analysis. These sub-projects represent

some twelve man-months of effort and are necessary to meet the objectives of

this project. Each sub-project will be concluded by a Working Note such as

this one.

*The Director of Facilities for the Sachem School District (LI, NY) provided
an overview of his operation and maintenance policies and also provided a
tour of his central computerized energy management and plant security system.
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II. BACKGROUND

The operation and maintenance of school buildings is one major responsibility

of the Division of School Buildings. Direct authority for operation resides in

the Bureau of Plant Operation; direct authority for maintenance lies in the

Bureau of Maintenance. In 1975-1976, the final budgeted amounts* for the Bureaus

were 125.4 million dollars and 34.9 million dollars respectively. These amounts

provided funds for some 1,000 custodians, 6,000 custodial helpers (the employees

of the custodians), and over 900 specialized mechanics (in the Bureau of Maint-

enance); the funds also paid for fuel used in school heating systems and the

administrative and support overhead of the Bureau of Plant Operation and

the Bureau of Maintenance. Operation and maintenance services were provided

to over 1,000 school buildings.

Rpr.at least 75 years the custodian has been the commanding figure in the

area of operation and maintenance of school buildings, even though he is not

directly responsible for maintenance functions:

The Custodian shall generally be responsible for operating
and maintaining his building in such manner as to keep it
habitable for children or for others using services. He
shall clean the building, provide heat, ventilation, elevator
service and other services for which provision has been made
in the building plant. He shall make minor repairs, keep
the building safe and prevent undue wear or deterioration.
He shall report on the need of repairs beyond the capabilities
of the building force and he shall cooperate with the shop
mechanics or outside contractors to expedite such repairs.
He shall generally supervise all repair work and shall cooperate
in scheduling such work to keep spac...) available and service to
the children at a maximum.

The Custodian shall have full charge of all building service
employees and shall be responsible for their acts and omissions.
In addition to his utilitarian duties and responsibilities, the
Custodian shall have a general responsibility to assist the
educational system by developing the cultural function of environ-
ment.**

*There.are end-of-year conditions, as of the EM-322 modification of the budget.

**Rules and Regulations for the Custodial Force in the Public Schools of the
City of New York; Board of Education; 1966; Section 3.1.
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The Board of Education gives the custodian an allowance of money to satisfy

these responsibilities at a specificed level of performance; the allowance has

been calculated to be sufficient to pay for the salaries of the necessary

employees, to buy the needed materials and capital equipment, and to provide

earnings for the custodian. The Board of Education permits the custodian wide

latitude in the methods and procedures he employs to meet his objectives, e.g.,

the custodian may hire his own employees and may negotiate wage and fringe benefit

levels with the unions representing these employees. The aul lomy and authority

the custodian possesses, the functions he is responsible for, the contract he

holds with the Board of Education and the schedules that determine his maximum

possible salary make up an organizational system. The particular comLination of

factOrs just described, which is presently used in 99%* of the school buildings

at the New York City Board of Education, has been called .the indirect system.

An alternative to the indirect system was tried for sometime. When the

boroughs were consolidated into the City of New York some of the school systems

in Richmond and Queens were on a direct system. In this situation the Board of

Education directly employed all workers under civil service titles and directly

paid for all expenses. These direct system schools were maintained and others
-

added as time passed, though the maximum number of schools under the direct

system at any time never exceeded forty. Criticism of the high cost and poor

service caused the gradual elimination of the direct system method and by

January, 1950 the last direct system school was converted to the indirect system.

*There are some schools that have been contracted to external vendors on an
experimental basis to determine the cost effectiveness of this alternative
method.
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When it was learned in 1962 that the then current agreement with Local 891,

representing the custodians, had made possible a 530,000 average yearly

income among 850 custodians and had put some custodians among the higher-paid

individuals in the country, some receiving more than governors, mayors of

large cities, and the superintendent of schools in New York City the ensuing

scandal forced a review of the custodial system*.

Since the Board of Education retains the right to use any system to

provide custodial services in any or all of its school buildings, the Board of

Education again proposed a direct system in 1964. It was felt at that time

that this system would provide more control over all custodial service employees

and over all expenses. However the system was never implemented because of the

high cost estimate attached to the plan by the Bureau of Plant Operation.

The Bureau of Plant Operation did suggest though that several buildings be

operated under a contract system using private maintenance contractors and

their employees to provide all custodial services. The contract system is

like the indirect system: it functions under the concept of a performance

contract wherein the Board of Education pays a "fixed" amount of money for

a specified level of performance.

The Director of the Bureau of Plant Operation has estimated that the custo-

dial service costs for the five schools eventually placed under the contract

system are about 15% less than costs under the indirect system. Although

the Bureau of Plant Operation has experienced some problems with contracting

to external vendors, they have recommended that:

*See Appendix: 15 for copies of the newspaper articles appearing in the New
York Herald Tribune and the New York Times on October 19, 1964.
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- The program be expanded to twenty schools, located in
various areas of the city, to provide a broader base
for cost comparisons

- A modified version of the contract system be tried in
in a number of the school buildings mentioned above:
Board of Education employees would operate the mechan-
ical plant, and cleaning would be done after school
hours by -.3ndors.*

Before proceeding to a detailed discussion of the financial and political

aspects of the present situation it is appropriate to examine two topics in

depth: the indirect system and the allocation formula.

THE INDIRECT SYSTEM

There are three main features that characterize the indirect system:

- The employment status of the custodian and his relation-
ship to the school system

- the contract between the custodian and the Board of Educe-
tion

- The allocation formula and salary schedule used to
determine the custodians operating funds and maximum
permissible salary (this feature is discussed under
the next section heading).

The custodian is a civil service employee, with rights to pension and fringe

benefits as afforded-other civil service employees. the custodian follows a

career path that in some cases has begun in a cleaner title, has progressed

to fireman, stationary engineer, then custodian (the custodian can move further,

to custodial supervisor and ultimately Director of the Bureau of Plant Operation).

With this advancement comes the requirement of belonging to the appropriate union

representing the different positions, e.g., during the period an employee is a

fireman or stationary engineer the appropriate union is Local 94 of the

International Union of Operating Engineers (AFL-C10).

*Contract Custodial Service 1964 to 1976; Divisior of School Buildincs;
November, 1976; (See Appendix: 2 for a copy of tne full report.)
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The relationship that exists between the custodian and the resources

wh:ch he effectively has at his disposal is expressed in the "Resource

Int3raction Chart", Exhibit 1, on the follcwing page. The control the

custodian has over these resources falls into either of two categories:

- Direct control over his employees and vendors
whose costs are paid for through his allowance
(it is in this area that he must exercise
efficient cost controls)

- Indirect control over those relationships that
he maintains with the principal, custodial
supervisor, central shops and area shops (these
services are not paid for through his allowance).

An example of direct control is seen in the authority the custodian receives

through his contract to enter into sub-contract arrangements with external

vendors, setting contractual fees independent of approval by the Board of

Education. An example of indirect control over a relationship arises when

a school principal authorizes an extra activity in the school after normal

day school hours: the activity will take place if the fees to keep the

school open are credited to the custodian by.the principal. A further example

of indirect control can be seen when there is an emergency situation: for

example, if possible iniury to a student may occur from :roken door hardware the

custodian may request emergency repair service from the local area shop of the

- Bureau of Maintenance even thoUgh normally he would have one of his handymen do

this Job.

The contract in the indirect system is a performance contract. The

custodian is given a calculated allowance to provide custodial services in

his school at a standard specified by the Board of Education. As a contractor

the custodian must efficiently use his available resources in order to maximize

the productivity of his funds and ultimately have sufficient funds left over to

allow him earnings. The custodian's earnings are thus tied to his ability

to perform on the Job, and as a result the contract is called a performance

contract.
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One note should be made: the relationships of the custodian with the

principal and with the custodial supervisor are the only formal channels of

feedback the Board of Education has available to determine the quality of

service the custodian is rendering. These relationships should provide the

basic information for control of the custodian's performance.

THE ALLOCATION FORMULA

As has been mentioned the indirect system directly funnels Board of

Education funds to every custodian to provide the building services specified

in the contract. At present there are two components that make up the alloca-

tion for the custodian: funds for normal day school activity and funds for

extra activity, i.e., activity before 8AM and after 3PM.

The amount of norral daY school funds is an estimate of the financial

needs for the custodiF services for a particular building for one year and

is arrived at through a formula contairing factors which adjust for distin-

guishing physical attributes of the building, e.g.,

- The type of building (Elementary, Jr. High School,
High School)

- The number of square feet of floor space to be
maintained

- The number of square feet of outside paved area
to be maintained

- The type of heating system

- Whether or not the building has elevators,
swimming pools or an annex to maintain.

There are at present seventeen such physical attributes taken into considera-

tion in the allocation formula.



In addition to the normal day school allocation funds are provided to pay

for the custodial services necessary to support extra activity. Schedules

of school opening/closing fees and estimates of floor space usage costs have

been established to relate the additional time necessary to clean and service

floor space utilized during extra activity to the specific costs involved. The

monies received by the custodian through these schedules are additional payments

to the custodian's earnings and the custodial helpers' salaries, and will cover

costs for the capital equipment and supplies used as well as any special service

sub-contracts needed.

The custodian's earnings are limited though; a number of schedules determine

the maximum permissible salary a custodian may obtain from any particular build-

ing assignment. The determining factors in these schedules are the number of

square feet to be maintained in the building and the amount of extra activity

conducted in the building. In our present indirect system, depending op the

custodian and the events that occur in his building during a school year, one of

the three things can be expected:

(I) The custodian will provide the services mandated under his
contract, pay his staff and expenses, and earn his maximum
salary with no excess funds at the end of the year

(2) The custodian will provide the services mandated under his
contract, pay his staff and expenses, and earn his maximum
salary with excess funds at the end of the year*

(3) The custodian will provide the services mandated under his
contract, pay his staff and expenses, but not have sufficient.
funds left to earn his 'maximum salary (this condition has been
referred to as a "deficit", and relates to the custodian, not
the Board of Education; the deficit means a particular custod-
ian could not control his expenses well enough to earn his
maximum permissible salary.)

The excess funds are to be returned to the Board of Education and are used
to balance the budget in the Bureau of Plant Operation. In fact these funds
are anticipated by the Board of Education in preparing the budget for the
Bureau of Plant Operation.
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All three cases are real situations that readily occur each year for

;Board of Education custodians.

Using data provided by the Production Control Unit of MIDP, a chart

was prepared that categorizes the number of custodians achieving various per-

centages of their maximum permisslble salary during the 1975-1976 fiscal period.

The table is presented on the next page in Exhibit 2; it shows that 77% of all

custodians achieved the maximum permissible salary under the scheL;ules for

their school assignment. !t also shows that 95% of all custodians earned at

least within 95% of their maximum permissible salary. Exhibit 3 on the second

page following analyzes the total funds retained by the 241 custodians who

exceeded their maximum permissible salary; the total funds retained are expressed

in terms of a percentage of their maximum permissible salary. One custodian was

actually 195% in excess of his maximum permissible salary atter meeting all his

- expenses and his salary.

A basic premise in the performance contract is that the funds made available

to the contractor should provide for the expenses and profits* attributable to

maintaining a specified standard of custodial service in a given school. Since

the financial results for the custodians seen in Exhibit 2 and Exhibit 3 were

unexpected, one of three situations must theoretically exist:

- The custodians did not provide the specified level
of service :n their building(s) thereby allowing
themselves the opportunity to achieve their maximum
permissible salary

- The funds provided through the allocation formula
are greater than are necessary for the specified

services

- The custodians are very competent managers.

, rofit = Allocation - Expenses = Custodian's Earnings.
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% OF MAX. NO, OF

PER.SALOY CUSTODIANS

43

% OF MAX. NO, OF

PER,SALARY CUSTODIANS

% OF MAX, NO, OF

PER.SALARY CUSTODIANS

EXHIBIT 2

PERCENTAGE OF

MAXIMUM PERMISSIBLE SALARY

EARNED BY CUSTODIAN

VS,

NUMBER OF CUSTODIANS

FOR 1975-1976 FISCAL YEAR

% OF MAX, NO, OF

PERSALARY CUSTODIANS

100 % 766 90 % 2 80 % 70 % Ea.

99 % 67 89 % 1 79 % 1 69 %

98 % 47 88 % 3 78 % 68% 1

97 % 24 87 % 5 77 % 2 67 % &RIO

96 % 19 86 % 1 76 % 66 %

95 % 22 85 % 1 75 %
65 % 2

1940'

94 % 14 84 % 1 74 % 64 %

93 % 11 83 % 1 73 % 63 %

97 % 4 82 % 72 % 1 62 %

91 % 7 81 % 1 71 % 61 % 1

W.11=.
981 16

5

95 % of all custodians earned at least

95 % of their respective maximum permissible salary,

1007

Sub-total

TOTAL
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EXHIBIT 3

PERCENTAGE OF

MAXIMUM PERMISSIBLE SALARY

RETAINECt BY CUSTODIAN

VS.

NUMBER OF CUSTODIANS

FOR 1975.1976 FISCAL YEAR

% OF MAX, NO, OF

PER, SALARY CUSTODIANS

%OF MAX, NO. OF

PER. SALARY CUSTODIANS

% OF MAX. NO. OF

PER, SALARY CUSTODIANS

% OF MAX. NO. OF

PER. SALARY CUSTODIANS
IM.I=11011/./PmelftliMml.11

100 % 144 160 % 3 200 % 250 %

105 % 265 155 % 6 205 % 2 255 %

110 % 124 160 % 5 210 % 260 %

115 % 59 165 % 3 215 % 265 %

120 % 49 170 % 6 220 % 1 270 % 1

125 % 38 175 % 2 225 % 1 276 %

130 % 14 180 0.1 2 230 % 280 %

135 % 12 185 % 3 235 % 285 %

140 % 13 190 % 3 240 % 290 %

146 % 8 195 % 245 % 1 295 %

slowl11
726 " 33 5 2 Subtotal

766 TOTAL

' Monies retained in excess of maximum permissible salary are returned to the
Board of Education at the end of custodian's fiscal year.

" 95% of all custodians haying excesses ranging up to 45% of their maximum
permissible salary.
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THE PRESENT SITUATION

The basic features of the performance contract have been refined over a

forty year period of bargaining sessions between the Board of Education and Local

891, representing the custodians. The contract now sets forth salary arrange-

ments Including allocatian formulas, establishes limits on expenditures and

earnings, specifies.working conditions such as on the job hours and promotion

rights, and describes pension and other benefits and a rating system.

In addition to the flexibility of his contractor status, the custodian

also receives the security of the civil service system as G civil service

employee of the Board of Education. This dual status provides rewards for

high performance and guarantees a pension; it also provides freedom of action

for the custodian as well as the protection of his union. In the past few

years many of the reports issued on custodial services by various organizations

have stated that the indirect system provides the custodian with the best of

both worlds, A number of sections have been extracted from two of these reports

that illustrate the reasons for the "best of both worlds" comment (from another

point of view, though, it is interesting to question whether the Board of

Education would extend equivalent "favored" treatment to external contractors):

- Each custodian, acting in his "entrepreneurial" role,
hires all the employees he needs to maintain his
school building; but:

There are no restrictions on the hiring of members
of the custodian's family

There are no restrictions on the hiring of or minimal
workloads for clerical personnel (e.g., bookkeeper) on
the custodian's staff*

- Capital equipment (e.g., vacuum cleaners, floor sanders,
floor waxers) is purchased by the custodian with money
from his allotment for school maintenance: but:

. There are no restrictions on utilization of .

the equipment for work outside of the schools

*Prom a report on current custodial costs released by the Educational Priorities
Panel on July 20, 1976; see Appendix: 3 for the full report.
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Capital equipment may be depreciated and replaced
in as little as three years (and when fully deprecia-
ted becomes the property of the custodian)

In addition, custodians may purchase jeeps for
snow removal with 5/I2ths of the purchase price
coming from the Board of Education and the custo-
dians paying the difference on their own. The
cost of the snow plow and accompanying modifications
are paid by the Board of Education...Personal use of
the jeeps is unrestricted, and the vehicle is the
property of the custodian. Once again, depreciation
and replacement may take place in as little as three
years (and when fully depreciated becomes the pro-
perty of the custodian)*

When a custodial vacancy occurs due to illness,.another
custodian is appointed temporarily until a permanent appointment
can be made:

Custodians covering two schools are allowed to
earn up to twice as much-- thus $62,000--as is earned
by those covering one school Cthe actual earnings are
dependent on the maximum permissible salary permitted
by the schedules of each of the two schools)*

- Monies which are received by custodians which are above the amount
which they are allowed to retain are labeled excess earnings.
These funds must be kept in a separate special bank account
in the custodian's name; but:

. Custodians are allowed to keep the interest earned
by these overpayments while on deposit

. Excess earnings do not have to be returned to the
Board of Education until 60 days after the close
of the calendar year or separation from service

. Custodians are not required to account for these
funds until the time of the required annual refund*

The average cost of custodial service is approximately
$1.30 per square foot. When school space is unused,
the charge (and the schedule allocation) for custodial
services goes down; but:

. The charges are reduced by 35.6(t per square foot,
leaving nearly one dollar per square foot in
charges on unused space

The reduction in charges on unused space applies
to amounts of over 6,000 square foot. Under that
amount, the Board of Education must pay full main-
tenance charges even though the rooms in question
are unused*

*From a report on current custodial costs released by the Educational Priorities
Panel on July 20, 1976; see Appendix: 3 for the full report.
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- The determining factor for the normal day school allocation
to the custodian is the floor area allowance (derived from a
"mann:ng schedule" used in 1962). The rationale for using the
floor area is that, all other factors being equal, the amount
of floor area to be serviced indicates the general resource
requirements for the building. The floor area allowance is
calculated on 44-hour work week and assumes a coal-fired
heating system (with appropriate labor estimates for operat-
ing a coal-fired heating system). Even though adjustments
are made to this floor area allowance for newer heating sys-
tems, the floor area calculation neglects both the present
40-hour work week and the effect of using new labor-saving
equipment or using cost effective management techniques. The
allowance has not been updated to reflect productivity improve-
ments; the Board of Education could be advancing the custodian
much more than sufficient funds to do his job.*

In the last three years contractual obligations with custodians, contractual

obligations negotiated by custodians with their employees, and Board of Education

service requirements have created an unmanageable financial situation in the

Bureau of Plant Operation. A study of the appropriations and expenditures for

the custodial service program was recently completed by the Offic of Budget

Operations and Review.** The results of the study are shown below; deficits have

occurred in the amounts of 6 million, and 9.6 million dollars in the 1974-1975,

1975-1976 fiscal years:

FISCAL YEAR FINAL BUDGET EXPENDITURES SURPLUS/DEFIC1T

74175 $ 97,585,176 $103,662,544 $(-) 6,077,368

75176 $104,362,002 $113,942,664 $(-) 9,380,662

76177 $ 98,229,451*** --

With pressure from the City of New York and the Emergency Financial Control

Board to make agency-wide budget cutbacks, and in order to achieve budget

balance within the custodial service program, substantial decreases were made in

*Extracted from an unpublished report prepared by the Office of Labor Relations
and Collective Bargaining.

"See Appendix: 4 for the full text of the report.

***This condition is as modified througn D.1-30 of the 1976-1977 fiscal year.
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July, 1976 in the custodial services to be provided in fiscal 1976-1977; these

actions resulted in heavy layoffs of custodial helpers. The net effects are

summarized below:

The Bureau of Plant Operation Issued Circulars II, 22,
and 26* to record the reduction in a range of services
that were provided previously by custodial helpers.
The bulk of services cut were in the cleaning area,
including for example:

Classroom cleaning frequency reduced from every
day to every other day

Cafeteria mopping frequency reduced from every
other day to once a eeek, plus spot mopping

- The total number of custodial helpers has been reduced
by 1,424 persons, of which 938 were classified as
"regular" employees.

THE COST ANALYSIS

It is clear that there are many areas of the custodial service Program that

require explanation; there are many factors in the custodial contract, whose impact

on the cost of custodial services has not been fully documented nor are data readily

available to be analyzed. The impact of custodial service costs over the full range

of operation and maintenance costs for school buildings must be understood. A

preliminary outline of the next steps in the cost analysis is presented in

Section VI of this rAport. The next two sections put some perspective on the

abuses alleged to custodians and discuss the trends in hours worked by custodial

helpers.

.4See Appendix: 5 for copies of Bureau of Plant Operation Circulars II, 22, and
26.
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III. PRELIMINARY FINDINGS: CUSTODIANS

The objective of the presentation in this section is to provide the

reader with the detailed background necessary to fully understand the

nature of the alleged abuses of the custodians' contract with the Board

of Education. A sincere attempt has been made to relate each of the

topics in this section, however the only overall relation is that as

factors in the custodians' contract the topics discussed are either cost

items or performance items in the custodial service program for school

buildings.

THE CUSTODIAN AS EMPLOYEE AND-MANAGER

The school custodian is a civil Service employee of the Board of Educa-

tion. The civil service requirement* for a school custodian specifies

three years of practical experience in cleaning, operating and maintening

building structures and grounds and their related mechanical and electrical

equipment; one year of this experience must have been in responsible charge

of a building comparable to school buildings supervised by custodians in the

Board of Education.

--7557Flete civil service job descriptions for the custodian, which
include the titles of school custodian and school custodian
engineer, are included in Appendix: 6.
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As a civil servant the custodian has all rights to fringe benefits,*

including a pension plan, that any other civil servant receives. The only

substantial difference Is the classification "the ungraded serv'ce" that is

applied to custodians. It means that a custodian's earnings are variable, with

a fixed maximum, a guaranteed minimum, and a year-end value within this range

that depends on his performance of his contractual responsibilities. Thus the

monies he receives are considered earnih9s (variable) rather than salary

(fixed).

It has been mentioned before that schedules determine the maximum

permissible salary of a custodian in any single school. A chart to be dis-

cussed later in this section, Exhibit 9, will show custodians achieving

earnings from $16,000 to over $40,000 per year. There are several reasons

for these results: each school building possesses different physical

attributes so each possesses a different limit on earnings for the

custodian; different schools may have taking place different amounts of

eXtra activity so the total revenue to the custodian from extra activity

fees will vary; and lastly it is possible for a custodian to cover more

than one school and so receive each school's maximum permissible salary.

In general then there are two external mechanisms that affect a custodian's

earnings: the larger the school, the more "features" it has, the greater

the amount of extra activity taking place, the greater the maximum per-

missible earnings; also the more schools covered, the greater the cus-

todian's earnings.

The custodian can thus achieve greater earnings (assuming he is already

making his maximum permissible earnings in his assigned school) by moving up to

--77,77e-scription of the benefits provided for in the custodians' contract
is included in Appendix: 7.
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a larger school (or of course, by covering more than one schcol.) This movement

to progressively larger schools is in effect the custodian's merit system.

Besides the direct effect on the current year's earnings, the movement has an

important effect on the custodian's pension benefits. Since the pension benefit

is calculated on the basis of a percentage of the square feet in the building

multiplied by a dollar conversion factor, the larger the building the greater

the pension benefit.

The movement to a larger school assignment by a custodian is determined by

the custodian's performance. In order to judge the level of performance,

to determine if the services paid for are being delivered, and thus also to

assist in determining promotions, the Board of Education employs a rating system.

The rating system was designed to be compatible with the School Decentralization

Law in that the rating officers include pedagogues. Tha design concept was to

have the Community Schcol District Superintendents and High School Borough

Superintendents be the key rating officers; the ratings would be based on

their personal experience from visiting the schools and the consultation with

the District Supervisors of Custodians who would maintain their own tallies

of the custodians' performance.

The Board of Education rating system however never functioned properly.

Ratings done in 1974 for ten schools by Community School District Superintendents

were compared to ratings given by the District Supervisors of Custodians. The

results* shown below indicate fairly wide variations in performance ratings

by the two groups:

*These results were extracted from a report on the rating system completed
by the Bureau of Plant Operation; the full report is included in Appendix: 8.
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Number of
School

Superintendent's
Rating

Supervisor's
RatinD

92 95 75
46 100 85.5
161 81 86
43 59.8 82
123 78 84
129 85 81
133 85 75
154 95 82
156 80 85.5
201 98.5 86.5

The management of the Bureau of Plant Operation felt that the ratings did not

presant a coherent picture of custodial performance; specifically the manage-

ment felt that:

- There was no consulation between the users of
custodial services and the management of the
Bureau of Plant Operation

- The School Principals assigned the ratings and
the Community School District Superintendents
merely co-signed the rating documents without
much discussion

- The disparities in ratings proved nothing and
hurt everyone, and therefore should be dropped.

It is unfortunate that the study by the Bureau of Plant Operation did not

also include data on the custodian's earnings versus his maximum permissible

salary; such data would have shown any correlation between actual earnings and

user performance rating. Such a correlation would have given additional objective

evidence of the value of the rating system.

At the present time the rating of custodians by pedagogical personnel

has been halted by legal action brought against the Board of Education during

September, 1975 by Local 891, representing the custodians. The rating system

is used at this time only by District Supervisors of Custodians to provide a

basis for promotion recommendations; however, it is clear that no direct user

of custodial services has any effectual input into the custodian's final per-

formance rating.
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The custodian is given a considerable amount of money to provide cus-

todial services. As in private industry, the custodian is also aiven all

the leeway he needs to eliminate bureaucratic inefficiencies and maintain

maximum flexibility. In the indirect system the custodian hires his oWn

employees. There are a number of New York City ordinances that require

personnel to have special licenses if they work on certain power plants and

heating systems; within this requirement, and within the normal requirements

to provide adequate coverage for safety, the custodian is basically completely

free to hire and schedule his employees as he sees fit.

In some areas the custodian's contract is very specific in Doting what

responsibilities the custodian has or does not have. For example, there is

a constant problem wit'l replacing panes of glass broken through vandalism.

It is the custodian's responsibility to replace broftn glass and re-putty

all windows, but only within these limits:

- A maximum of 45 panes of glass in any one month when
in a wood sash

- A maximum of 27 panes of glass in any one month when
in an aluminum sash

- A maximum of 12 panes of glass in any one month when
in a steel sash

- No glazing* will be done if the glass pane exceeds
45 inches when adding the length of any two adjacent
sides

- No glazing* will be done in an aluminum sash if the
person performing the operation must stand outside
the window frame.

At times the needed replacements exceed these limits and it then becomes the

responsibility of the Bureau of Maintenance to perform the work and bear the

cost of personnel and aaterial. Note that many newer schools make extensive use of

*Glazing refers to the complete operation of cutting glass to the
appropriate window size, then fitting and securing the glass pane
in the window sash.
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aluminum and steel sashes, and of large panes of glass, so that this single

factor in the custodians' contract can become costly quite rapidly.

An example of "shared" responsibility similar to the above exists in the

maintenance and repair of elevators. In most cases a specialist is required

to see that the equipment is safe, i.e., that the equipment is in good

mechanical condition and all automatic safety devices are in operating condition.

The custodian is allocated funds sufficient to maintain and repair elevators in

his building; his choice is either to hire personnel for his staff to do this

work, or else to sub-contract this work to an external vendor. It appears

though that custodians are using the mechanics of Central Shops of the Bureau

of Maintenance both for emergency situations and to do many of the normal

routine adjustments and repairs in lieu of either of the above choices. The

service provided by the Bureau of Maintenance, though, is not charged to the

custodian, it is,borne by the Board of Education. The problem with this

situation then is that the Board of Education may pay twice for elevator

maintenance: once since the allocation formula provides extra funds to the

custodian to operate and maintain the elevator in the first place (which he may

then use for staff or for a maintenance contract with a vendor,) and then

again if the Bureau of Maintenance supplies services in duplication of

services supposed to be provided by the custodian's own staff or by the vendor.

There are many such vague areas of responsibility and authority that will

be fully examined during the conduct of this project; however they are not within

the scope of this particular Working Note. Part of the reason for these vague

areas is that the rulebook for custodians, The Rules and Regulations for the

Custodial Force in the Public Schools of the City_of New York, prepared by the

Bureau of Plant Operation, is currently out-of-print as well as out-of-date.
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Although circulars have been prepared by the Bureau of Plant Operation to keep

abreast of new custodial contracts, a completely revised rulebook has not been

issued since 1966. Appropriate rulebooks are not in the hands of users, Central

Shops and Area Shops of the Bureau of Maintenance, or top management of the Board

of Education.

There is however one last point that should be made concerning the managerial

responsibility of the custodian. The custodian is required to be available

and subject to call for emergencies for the protection of life and property on

a 24-hour basis. He must be in attendance at any time he is required to attend

to emergency matters. There are two key parts to this statement:

- Be available

- Be in attendance.

At present there is no direct communication link, other than through the

telephone, whereby the custodian could be considered "on call" under the

terms of the contract when the school building is closed. Some schools have

leased security services with external vendors who will maintain the custodians'

home phones on file; where these security services are used and an emergency

or intrusion has occurred in the school building after hours, and has been

detected, the vendor attempts to reach the custodian at his home. Response to

these phone calls has been very poor*. In most cases when an emergency

situation is anticipated, or did occur, and there is a response, it has been found

that the custodian is represented by a fireman or in some cases a cleaner

*Data are available from ADT Security Systems that shows that many
times the only response from responsible authorities to an intrusion
alarm in a school building comes when 911 is telephoned. Although
custodians are notified, they usually do not respond, therefore
ADT Security Systems began telephoning the police emergency number
as well as the custodian.
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(under these cTrcumstances the custodian usually obtains reimbursement under

an energency situation condition for the overtime portion of the money he has

paid his employee to represent him.) Unfortunately when no school authority

Is present to meet police, e.g., in the case of a burglar alarm, the police

can take no action because the school building is locked. It has happened so

often that the custodian do not respond that police rarely send patrol units

to school buildings any more under these conditions. In effect then all

experience indicates that the custodian is not available or in attendance on

most occasion of this nature.

PERSONNEL PRACTICES

One of the major issues In custodians' personnel practices is nepotism.

Since the custodian is responsible for the supervision and scheduling of his

employees in addition to calculating and verifying their payroll, the practice

of nepotism may go beyond merely favoritism in hiring family members. In

some cases.a custodian might:

- Give reduced workload

- Manipulate time records

- Give unreasonable amounts of overtime

- Schedule work hours during family vacation time
specifically to earn extra money rather than to
perform needed work.

One practice which appears prevalent is the employment of a female family

member*, such as a daughter or wife, in a handyman's title; the tasks

assigned to the family member :-,owever'are those of a clerical** employee.

*A study will be conducted shortly to verify the number of cases In which a
custodian employs a female family member as a clerical and accounts for
that person as a handyman.

**The clerical tasks include typing, filing, answering phones, and at times,
assisting in payroll preparation.
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TO examine this practice in more depth it was necessary to look at the

hours worked by female handymen in comparison with the total hours worked by

both male and female handymen. Three year trend graphs indicate that female

handymen have worked progressively more hours (Exhibit 4 on the next page)

over the three years and have become an increasingly larger portion of the total

handyman workforce. The actual percentages are given below:

FISCAL YEAR
HANDYMAN HOURS WORKED:
REG., FART-TIME, CASUAL

PERCENTAGE TOTAL HANDYMAN HOURS
WORKED BY FEMALE HANDYMAN

1975/76 1,162,110 26%

1974/75 1,107,972 22%

1973/74 984,908 19%

There are possible abuses in this situation:

- If the female riandymen are performing mainly clerical
tasks, it is questionable that they should receive
the rather high hourly wage of the handyman*. On an
annual basis with a forty-hour work week the handy-
man wage equals $13,686 per year. This is much more
than is paId to administrative employees in civil
-service titles performing similar clerical tasks.

- If the female handymen are performing mainly clerIcal
tasks, then they are not performing as handymen.
There is a loss in productive capability; tasks
of mechanical and electrical repair that would have
been performed by handymen serving as handymen are
not being done. There is also increased cost to the
Board of Education since the handyman productivity
loss means an increased workload for the Bureau of
Maintenance.

There is one additional personnel area that has considerable import and

that is the area of reimbursable personnel expenditures. The Board of

Education reimburses the custodian in addition to his regular schedule allowance,

for wages paid to custodial helpers under the following conditions:

*See Exhibit 5 on the second page following.
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EXHIBIT 4
CUSTODIAL HELPERS:

HANDYMAN

TRENDS IN TOTAL HOURS
MALE VS. FEMALE
73/74-74/75-75/76
FISCAL YEARS

111. Regu lar

11111 Part-time

=I Casual

TOTAL HOURS WORKED

(Regular and extra-activity hours)



1973-1974 1974-1975

Mime Welfare Pension' Wage Welfare Pension"

6.73 .22 .15 7.19 .32 .15

5,50 .22 .15 6.06 .32 15

5.38 .22 .15 5.84 .32 .15

5.60 .19 .14 6.06 .19 .19

5.60 .19 14 6.06 .19 .19

4.29 .19 .14 4.64 .19 .19

4.26 .19 .14 4.61 .19 .19

4.17 .19 .14 4.52 - .19 .19

Monies paid directly to unions by Board of Education.

Effective ADM 1, 1974.
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1975-1976

_ate Welfare Pnsion*

7.71 .32 .25

6.58 .32 .25

6,36 .32 .25

6.58 .19 .29

6.58 .19 .29

5.04 .19 .29

5.01 .19 .29

4.92 .19 .29

6 2

EXHIBIT 5
CUSTODIAL HELPER
HOURLY WAGE AND
FRINGE SCALES EFFECTIVE FOR
73/74-74/75-75/76
FISCAL PERIODS

Stationary Engineer

Fireman (Local 94)

Coelpasser

Fireman (Local 74)

Handyman

Watchman

Cleaner

Laundry-Bath Attendant



- 35 -

Enployees hired to replace custodial helpers on
sick leave (up to a limit of eight days per year
per custodial helper)

Employees hired to replace custodial helpers after
the first 21 calendar days of their vacations (at
present a custodial helper with five years or more
of service receives a 30 calendar day vacation;
the Board of Education is committed to reimburse
the custodian for wages paid to any replacement
employees hired for the extra nine calendar days
of vacation owed to custodial helpers with five
years or more of service).

- Employees hired to replace custodial helpers that
have been terminated but are entitled to vacation
time

- The overtime portion of all wages paid to custodial
helpers for gmergency work that may occur on
Saturdays, Sundays, or holidays, or that would

extend an employee's normal work day beyond eight
hours. Such emergency work would include snow removal,
cleaning fire and vandalism damages, etc.

- The shift-differential .portion of all wages paid to
custodia helpers under special conditions* for
hours worked between 6PM and 8AM.

*The special conditions are as fol!ows (extracted from the present
custodial contract:

Effective July I, IR71 an employee shall receive a shift-
differential of 5% of the basic hourly rate for each hour
worked between 6PM and 8AM if the employee's daily work
period has been regularly scheduled for at least 3 contin-
uous months and such daily work period begins between 12
Noon and 12 Midnight. Such differential shall be retro-
active to the starting date of the shift but not earlier
than the effective date (7-1-71). Basic hourly rate
excludes overtime. Shift-differential shall apply to full-
time employees only. Reimbursement will be made in accord-
ance with need as submitted in report by custodians.
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The costs associated with these reimbursements amounted to $3,162,344

in fiscal year 1975-1976. Exhibit 6 on the following page illustrates the

pattern of expenditures for such reimbursable costs since July, 1973; the peaks

displayed in the September-October periods are due to vacation time reimburse-

ments. Note that these reimbursable costs have increased during the three

year period; the graph also shows the peak vacation period to be during July

and August.

These reimbursable monies are considered additions to the gross allocation

a custodian receives for his building, thereby increasing the limit* on the

capital equipment he may purchase. Also, and most importantly, there is a

question that should be asked at this point: would the custodian run his

operation more efficiently if he had to handle these "reimbursable items"

directly out o'f his allocation? That is, would the custodian be more careful

of costs, would there be more investment in manpower planning for contin-

gencies if the custodian knew that, e.g., he couldn't get a replacement employee

"for free" anytime a custodial helper took a day of sick leave? Would this

planning result in lower costs if contingencies didn't materialize?

FINANCIAL REPORTING, EXCESS FUNDS, EARNINGS FOR CUSTODiANS

The custodians' earnings represent approximately 25% of the total cost

for custodial service. If estimates of fringe benefits and pension costs were

included ith the custodial earnings:the total cost of custodians amounted to

*There is a limit placed on the amount of capital equipment a custodian
can purchase in any year; the custcdian is limited to 2% of the gross
allocation he receives for his building.
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REIMBURSABLE

COST

On thouan f tioltat)

600

500

400

300 ,

200

EXHIBIT 6

REIMBURSABLE CUSTODIAL COST

7 8 9 10 11 12 1 2 3 4 5 6 7 8 9 10 11 12 1 2 3 4 5 6 7 8 9 10 11 12 1 2 3

1913 144 1974 --1111.1.41 1975 14-- 1976

' THE COST OF THESE 2 MONTHS WERE PAID AS A COMBINED FIGURE IN AUGUST, 1974;

FOR SIMPLICITY IN THIS ANALYSIS THE SUM WAS DISTRIBUTED EQUALLY TO EACH MONTH.
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29.9 million dollars in 1975* for 945 custodians; tne average cost of a

custodian to the Board of Education was thus $26,249. This is one reason

that the custodians' earnings have been the focus of a number of reports,

studies, and audits in recent years. The fact that some custodians .4ave

in the past earned more than the Mayor of New York City has only served

to increase the interest in the custodians of Board of Education school

buildings.

The subject of custodians' earnings is rather complex and should noT

be introduced without some additional discussion. Previous sections have

mentioned the custodians' sources of funding (the normal day school alloca-

tion and the extra activity allocation,) the maximum permissible salary

schedules, and the general concept of excess and deficit; a brief review

of the inter-relationships of these factors is important.

At the end of each quarter in the custodians fiscal year MIDP forwaras

to Local 891, representing the custodians, a financial statement** of

custodians' earnings. This is a computer generated statement which lists for

each school (custodial assignment) the funding received, the expenses paid

for, the monies retained by the custodian, the custodian's maximum per-

missitle earnings, and any excess/deficit condition applicable. It enables

the custodian to see how much money:

- The Board of Education gave him

- He spent

*11-his was calculated for the custodians' fiscal year of January 1 to
December 31, 1975; see Schedule A: Custodian Cost in Appendix: I for
estimates of total custodian cost to the Board of Education in 1973,
1974, 1975.

**A sample copy of this report is shown in Exhibit 7 on the followina pace.
This particular copy is for the first quarter of fiscal year 1976; the
file number heading identifies the custodian. This report is sorted by
school; another report is available with a sort by file number (custodian.)
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0040 FILE INCOME NET COMLNAX..., EXCESS OR

5CMUL WNW DAY EXTRA AMY TOTAL EXPENSES RETAINED PERMISSABLE DEFICIT
EXHIBIT 1

NETRETAINEDREPOti/i05 511u26 19046.1i8

4106 519016 161725.58 ,

2101 513613 111513.09

2108 )161138 11,241.88

21U9 239064 16,432.12

410.24 20,307.12

132.67 111458.25

605.09 181258.94

92.15 161524.87

13,842.01 61464.25 4,412.42 21051.83 EXCESS FOR CUSTODIANS:

_131466.33.. 11411.92 41525.92 534.00 DEFICIT

FIRST QUARTER 191

121146.46 6,112952 41469.04 11643.48 EXCESS
.

6,911.66__itti0104 319/1.6 26.70 EXCESS

11,873.14 --4,650.9E---4.1110.04 540.94 EXCESS

2110 211211 12,995.51_ _L270.54____13266.99_101142.61 3,123.48 3049.97: 26.49 DEFICIT

2110 514394 41989,80 41989.80 3,612.80 1,371.00 11157.70 219.30 EXCESS

2111 . 515794 . .18,555.26 1A02i.43 _.01134.21? 4;278.50 414.67 EXCESS

2112 5140:. 1/287,01---- -153.4C--161440.42 10,888.99 51551.43 4,069.63 11481.75 EXCESS

2113_ 508815 _35,617.01

2114 500942 13,912446

- 4115

2116

2111 ,...

2118

2119

J13318 20,463,40

514370 29,281.68

511610 20195149

514553 191104.67

.517471 9184907

51478U 21;257.23

357.18 26034.19

490.29 14;410.75

231448.69

132.5Q 29,4-20.10

20;588.90 5045.29 4;883477 561.52 EXCESS

101571.51 3,39.24 41317..48 478.24 DEFICIT

8;410106
0.035.4.1_ 21011!55 EXCESS

211313.84 81106.34 4;843.53 '31262.81 EXCESS10.1

1

21.091,52 230150,60 /6169043 11160.35 4034.37 725.98 EXCESS

3,711.56 22,816.23 161736.00 61060.23 6,710.52 630.29 DEFICIT

160.17 lbow.14 6086.4 31923.93_3062.67 38,74 DEFICIT

v

523.17----21,700.40-- 161989.51.
102.39 EXCESS

-509880.
' 362. 1 DEFICIT
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He has in excess of his allowed earnings that he
may carry over to the next quarter, or must return
to the Board of Education (if it is the end of the
fiscal year;) or if he is in deficit, how much of
his potential earnings is he not realizing, or
won't realize (if !t is tte end of the fiscal
period)

He is allowed to retain (his maximum permissible
earnings.)

A great deal of confusion centers about the definitions Net Retained*,

Combined Maximum Permissible**, Excess***, and Deficit***; each of these

terms must be understood. The relationships are applicable for each indivi

dual assignment, i.e., the relationships between terms are maintained for

custodian, for each school assignment of the custodian; thus the cost for a

custodian working in two schools can be identified and apportioned to each

school. Three conditions may arise from these relationships:

The Net Retained may be greater than the Combined
Maximum Permissible, therefore the custodian would
have received an excess of funds for his assignment
and money must be returned to the Board of Education:

Combined Max.
Net Retained Permissible Excess/Deficit

$20,000 $18,000 $2,000, Excess

In this example the custodian's earnings were $18,000.

The Net Retained may be less than the Combined Maximum
Permissible, therefore the custodian would not have
earned his full permissible salary. This condition
is called a deficit:

*The Net Retained is not the same retained as was described in the
5ackground section; Net Retained 1771177-Trnount of funds the custodian

available to him at any given time after he has paid his personnel
and equipment expenses but befoi-e he has paid himself anything.

**The Combined Maximum Permissible includes the maximum permissible
salary determined by schedule for normal day school activity as well
as the maximum permissible salary determined by a sliding rate scale
for extra activity.

***The Excess and Deficit are as was described in the background section.
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Net Petaind

$15,000

Combined Max.
Permissible Excess/Deficit

$16,000 $1,000, Deficit

In this example the custodian's earnings were $15,000*.

- It is also possible for the Net Retained to equal the
Combined Maximum Permissible, therefore the custodian
would have earned his full permissible salary and has
no excess funds to return to the Board of Education:

Net Retained
Combined Max.
Permissible Excess/Deficit

$24,000 $24,000

In this example the custodian's earnings were $24,000.

It is possible to prepare a formula for determining the total cost of

custodian's earnings, based on the definitions just given:

Net Retained (what the custodians have in funds before
removing earnings)

- Excess (what the custodians must return)

(WHAT THE CUSTODIANS MAY KEEP)

= Combined Max. Permissible (what the custodians
could possibly earn)

- Deficit (what the custodians did not earn.)

A report combining the results for several custodians would look as

follows:

Total

Net Retained

$20,000

$15,000

$24 000

$59,000

Combined Max.
Permissible

$13,000

$16,000

$24 000

$58,000

Excess/Deficit

$2,000, Excess

$1,000, Deficit

$2,000, Excess
$1,000, Deficit

-*Note that no money is owed, no money was spent beyond what was
available. The deficit label merely indicates that a particular
custodian earned less than the maximum he was permitted to earn.
His performance was not good enough to control his expenses.
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Using the formula* for this report example gives the total cost of custodians'

earnings as $57,000:

Net Retained $59,000 $58,000 Combined Max. Permissible

Excess $ 2 000 $ 1 000 - Deficit

$57,000 = $57,000

Therefore the earnings of the custodian can be changes, i.e., increased or

decreased, by how much money the Board of Education allocates to his school

building, and then ultimately, by what the Combined Max. Permissible is. The

Combined Max. Permissible will be discussed shortly; at this time some facts on

the Excess figure should be mentioned.

Because the custodian is given his allocation in a series of equal payments

over the year, and because it has been found that the heavier portion of his

expenditures are usually in the last quarter of his fiscal 'tear**, the custodian

usually finds himself with an excess of monies in,his bank account during most

of the year. For example at the end of September, 1976 the custodians had

$1,248,068 of excess funds in bank accounts, and by the end of December 1976,

the figure had grown to $3,121,214.45. Though the excess funds must b( returned

to the Board of Education within 60 days after the fiscal year ends, the funds

are usually not returned until June 30 of the following year***. This means

that the Board of Education has lost the use of these funds for a considerable

period of time, in some cases as much as six months after the close of the

fiscal year. These funds are usually kep in interest bearing accounts and

*Using the formula on the computer generated statement In Exhibit 7 would
not give reconcilable results; the computer programs used to produce these
statements do not do sufficient error checking on data submitted.

**This fact will be discussed in Section IV; graphs of this data are available
in Exhibit 19 and Exhibit 20.

***The fact that the Board of Education does not enforce collection of these
funds when due illustrates the poor control of the Board of Education hasover the custodial service program.
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provide additional earnings to the custodian since the custodian Is allowed

by contract to keep the Interest. If 1975 is taken as an example, the interest

that could have been earned on 1s excess money, if compounded quarterly at

6%, wou:d have been $174,411.

Another point should be made: the Net Retained monies are required by

contact to be held in a separate trust fund for the Board cos Education*by the

Custodian. The custodian is not required by the Board of Education to account

for this trust fund prior to the time of the required annual refund of all

monies in excess of the Combined Maximum Permissible. In practice these trust

funds are very rarely set up and the Board of Education has found it very

difficult to colelct excess funds should a custodian be dismissed, quite,

retire or pass away. Since 1964 there has been approximately $500,000 lost in

uncollected funds. The Corporation Counsel for the City of New York is now in

the process of trying to recover the funds owed to the Board of Education (from

1974 onwards only) by former Board of Education custodia.ns or their estates.

Lastly, since the custodial helpers are employees of the custodian and

not the Board of Education, their payroll is prepared by the custodian and

drawn against his own bank account. In the past taxes were withheld for the

custodian helpers by the Board of Education from the custodians' monthly

allocation based upon the custodian's payroll report from the previous month.

This procedures broke down last year due to a lack of formal bookkeeping records;

the Board of Education continued to pay withholding taxes but did not make

deductions from the custodian's monthly allocations. During this period

custodians amassed several thousand of dollars in their private bank
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accounts. At the present time the Board of Education continues to forward

withholding taxes for custodial helpers directly to the Federal Government,

but the Board of Education does not make automatic deductions from a custodian's

monthly allocation. Custodians now submit their personal checks for reimburse-

ment of the withholding taxes. The arrears in back taxes owed to the Board of

Education by the custoaians has been reduced to approximately one month, but

there are problems in the new procedure in that some custodians do not make

timely payments, some checks have not been backed by sufficient funds, and some

custodians do not pay at all. It is interesting also that the Board of Education

lists itself as empioyer of the custodial helpers when paying withholding taxes

and preparing W-2 forms, rather than naming itself the paying agent of the

custodians. There appears to'be no real reason why this practice should

continue; again it illustrates '-he present lack of management direction and

control of the custodial service program.

The most sensitive area of the custodial service procram has been the

custodians' earnings as a result of the indirect system. In a recent report

by the Educational Priorities Panel the earnings of the school custodians in

New York City were compared with the salaries of the school custodians of

Buffalo; Buffalo has the cnly other indirect system in New York State. The

following is the description of the Buffalo indirect system as presented in the

Educational Priorities Panel report:
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A description of the Buffalo Indirect System:

Buffalo has the only other indirect custodial system in New York
State. The system has 90 schools, 89 of which are covered by the
indirect method. The Board of Education in Buffalo is satisfied
with the system, as are the custodians. An outside study
recommended that all schools be placed under the indirect system.
There are, however, important differences between the two systems;

Buffalo's custodians are civil service salaried
employees; they do not derive their pay for a

retainage" of Board of Education monies, as is
the case in New York City; they are paid according
to a fixed salary schedule. Further, salaries are
markedly lower in Buffalo:

Maximum Pay for a 40-hour week

Buffalo $15,160.00
New York City $26,312.00

The salary differential cannot be explained by
general salary levels in the two cities, as shown
in the US Department of Labor figures:

For intermediate and higher level salaries for a

family of four:

Intermediate
Higher

Buffalo

$16,283
$23,617

New York City

$17,438
$27,071

Buffalo's system also provides more inexpensive coverage at
the lower end of the salary scale. Approximately 1/4 of'the
schools in the system are cared for by 2nd and 1st class custodians,
whose salaries reach a maximum of $11,069 and $12,934 respectively,
for a 40 hour week, while the maximum figure for those covering
the smallest schools in New York City is $17,931. Also,

The custodians in Buffalo have much less control over
their operations than do their New York City counterparts.
Hiring and firing practices are monitored by the Buffalo
Board of Education. The Board enumerates the number of
employees which the custodian may hire, according to the
size of the school.

- Maintenance allowances are calculated so that excess
earnings are non-existeni

Covering the breakfast program is included as i:mr-t of
the custodian's normal duties.



There is one major similarity between the two systems; capital
equipment is purchased with Board of Education money, and is
owned and depreciated by the custodian*.

There are additional points to be explained since the Buffalo 40-hour work week

only accounts for a New York City custodian's normal day school income.

In New York City, custodians charge fees for services provided for extra

activity, i.e., for activities scheduled by a school before 8 and after

3. The schedule for extra activity income allows the custodians to earn

a portion of these extra activity fees for himself, as well as to pay for

the costs of staff, supplies, and equipment utilized. Also New York City

custcdians receive compensation for covering more than one school should

a temporary vacancy occur in a school; this will be discussed in detail

shortly. Therefore when extra activity income and compensation for covering

an additional school are included, a custodian in New York City may earn well

over the $26,000 figure quoted in the Educational Priorities Panel report!".

-For example, Exhibit 8 on the following page contains a distribution of

custcdians by annual earnings for the years 1972 through 1975. The data are

given in cumulative increments and show for example that:

- In 1975, fifteen custodians earned over $40,000

- In 1975, three hundred and forty-three custodians,
34% of all New York City custodians, earned over $26,000.

4The full text of the Educational Priorities Panel report appears in
Appendix: 3.

**It must be realized that the figures presented at this point are for
conditions for more than the 40-hour work week or the normal day school
income mentioned in the Buffalo comparison; the objective was to show
just how much money a New York City custodian can earn, in relation
to what custodians in other areas are accustomed to earning.



EARNINGS NUMBER OF CUSTODIANS
Iless excess1

(in Mounds $1 1975 1974 1973 1972

$ 40 end over 15 9 1 0

$ 38 and Over 18 15 2 1

$ 36 and over 25 30 6 '1

$ 34 and over 48 50 15 2

$ 32 and over 79 79 25 1ii

$ 30 and over 166 174 55 21

$ 28 and over 232 256 153 79

$ 26 and over 343 345 213 125

$ 24 and over 510 467 318 175

$ 22 and over 727 631 502 293

$ 20 and over 878 914 715 487

$ 18 and over 931 886 857 734

$ 16 and over 951 918 924 852

TOTAL

off ...1.Yom =.
1,012 1,002 990 1,058.

EXHIBIT 8

DISTRIBUTION OF CUSTODIANS

BY ANNUAL EARNINGS,

CUMULATIVE

1972.1975

PERCENT

1975 1974 1973 1972

1$ 0,9 0,1 0,0

1,8 1,5 0.2 0,1

2,8 3,0 0,6 0.1

4,8 5,0 1.5 0,2

7.7 7.9 2.5 1.3

16.5 17.4 5,6 10

23,0 25.6 15.5 7,5

34,1 34,5 21,5 11,8

60,6 46,7 32,1 16.5

72,2 63.0 50,7 27,7

87,2 81.3 72,2 46,0

92.5 88.5 86.6 89,4

94.4 91,7 93.3 80.5

100.0 100,0 100.0 100,0

' This data was extracted from an unpublished report by the Office of Labor
Relations and Collective Bargaining,
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The important question is what is in the New York City custodians'

contract that allows these kinds of earnings figures. It was mentioned

before that the determining factor on earnings was the Combined Maximum

Perr,ssible; to understand this fully it is necessary to review several

contract statements:

(a) The Maximum Permissible Retained Earnings for Day
School Service shall mean the maximum permissible
retainage for day school services for each custodial
assignment

(b) The Maximum Permissible Retained Earnings for Extra
Activity Service shall be limited by a table of
percentages of gross activity income received from
each custodial assignment

(c) The Combined Maximum Permissible Retained Earnings
for all regular day school services and extra activities
shall not exceed for the calendar year 1975, $31,000,
or the total amount determined in ".(a)" and "(b)"
herein in each respective calendar year, whichever is
smaller. Earnings in temporary case assignments shall
not be considered or included for the purpose of these
limits.

Essentially then all limitations apply to single custodial assignments.

If a custodian should cover two as ignments, two school buildings, in a

given year each assignment is considered a discree activity and the

custodian may earn the maximum permissible salary for each assignment. At

this point a mention of some trends and some further explanation are necessary:

- The cost of custodial services has increased
significantly; in the last year alone expenditures
by custodians for their employees, supplies, and
capital equipment has increased 10.6%, from
from $71,273,000 to $78,852,000. The gross
cost per location requesting custodial services
increased 10.3%, from $89,296 to $98,462. A more
complete financial picture is shown on the next
page in Exhibit 9
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EXHIBIT 9

COST OF CUSTODIAL OPERATIONS

1974.1975

1915 1914

PERCENT

CHANGES

Gross Payments to Custodians $ 106,062,000 $ 97,600,000 8,7 %
For Day Services 94,763,000 85,108,000 11.3

For Extra Activities Services 11,299,000 12,432,000 9,1

Expenditures of Custodians 78,852,000 71,273,000 10.6

Net Retained Earnings
27,216,000 26,339,000 3,3

Combined Maximum Permissible Earnings 25,222,000 24,005,000 5,1

Deficit
426,000 440,000 3,2

Excess
2,411,000 2,761,000 12.7

No. of Location
1,073 1,056 1,6

Gross Cost Per Location (Actual $1 98,462 89,296 10 3

No, of Custodians
1,012 1,002 1.0

Earnings Per Custodian (Actual $1 24,511 23,631 4.2

' This data was extracted from an unpublished report by she Of lice of Labor Relations and Collective Bargaining.
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There has been a decline in extra activity income to the
custodian as a result of cutbacks in the Continuing
Education program and a decrease in the after school use

school buildings by various organizations; the fees
;..pr extra activity use of school buildings have risen,as
much as 150% !n the period from 1971 to 1975 explaining
in part the urcp in after school use of school buildings.
Apr example, the extra activity fees for playground and
athletic field service use after 7 PM on weekdays has
increased 44%; the fees charged to keep a fireman on
duty during this period has increased 150% (-he complete
list of increases in extra activity fees is given in
Exhibit 10)

- The normal day school maximum permissible salary Is be-
coming more and more important to the custodian; the fees
and hence the derived income to the custodian from extra
activities have been declining steadily as a percentage
of total custodial service costs. From a high point of
18.3% reached in 1970, the extra acitvity fees -Fel! to
10.7% In 1975, the lowest ...igure recorded in the decade.
(The trend in the percentage of gross payments to
custodians for normal day school costs vs. extra aoNvi-
ties costs is shown in Exhibit II.)

The Impact of these trends underscores the importance to the custodian

of the income derived from normal day school activity, which he can alter

only by assignment to a school with a larger day school allocation or by

covering nore than one assignment. Exhibit 12 on the third page following

presents a distribution of custodians by the number of assignments covered

during the periLi of 1972 through 1975. The results for 1975 Andicate that

39.3% of all custodians had two or more assignments during the year, approx-

imating the percentages for 1973 and 1;12. The number of multiple assignments

however rose sharply to include 52.8% of all c..istodians in 1974; there were

an unusually large number of retirements that year, resulting in the unusually

large number of temporary care assignments.

Exhibit 12 included multiple assionments derived from temporary care

duty and also from transfer. The effect of temporary care.duty on a custodian's

earnings are relatively straight-forNarc. Each school as.,nment is treated



EXHIBIT 10

PERCENTAGE INCREASES IN EXTRA ACTIVITIES

FEES FROM 1971-1975

WEEKDAYS, 3 - 5 P.M.

- INCREASE OF 129%

WEEKDAYS, 5 - 7 P.M.

PLAYYARDS AND ATHLETIC FIELD SERVICE, INCREASE OF 42%
- ADDITIONAL FOR FIREMAN, INCREASE OF 150%
- ALL OTHER SERVICES, INCREASE OF 70%

WEEKDAYS, AFTER 7 P.M.

PLAYYARDS AND ATHLETIC FIELD SERVICE, INCREASE OF 44%
- ADDITIONAL FOR FIREMAN, INCREASE OF 150%
- ALL OTiiER SERVICES, INCREASE OF 70%

WEEKDAYS AND HOLIDAYS, FIRST SESSION

- PLAYYARDS AND ATHLETIC FIELD SERVICE, INCREASE OF 47%

- ADDITIONAL FOR FIREMAN, INCREASE OF 70%

- ALL OTHER SERVICES, INCREASE OF 69%

This data was extracted from an unpublished report by the Office of Labor Relations and Cone:Alva BergainMg.
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EXHIBIT 11

NORMAL DAY SCHOOL COSTS AND EXTRA ACTIVITIES COSTS
AS A PERCENT OF GROSS PAYMENTS TO CUSTODIANS

Normal Day School Costs E HI-Activities Costs

1975 89.3 % 10.7 %

1974 87.3 ;2.7

1973 85.8 14.2

1972 85.7 14.3

1971 83.6 16.4

1970 81.1 18.3

1969 82.5 17.5

4968 83.7 16.3

1967 82.9 17.1

This data was extracted from an unpublished report by the Office of Labor Rotations and Collective Bargaining.
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EXHIBIT 12

DISTRIBUTION OF CUSTODIANS BY THE

NUMBER OF ANNUAL ASSIGNMENTS*

1972 TO 1975

NUMBER OF

ASSIGNMENTS 1975

CUSTODIANS

19 /4 1973 1972 1975

PERCENT

1974 1973 1972

1 614 473 606 682. 60,7 47.2 61.2 64.4

2

3

332

62

405

109

325

52

300

55

32,8

6.1

40,4

10.9

32,8

5.3

28.4

5.2
t.n

4 4 10 3 10 0.4 1.0 0.3 0.9

5 3 4 7 0.3 0.4 0.7

6 2 3 0,2 0.3

7
1 0.1

....Immo.

TOTAL 1,007 1,001 990 1,058 100,0

ram...

100.0 100,0 100.0

2 or more

assipments 398 529 384 376 393 52.8 38.8 35.5

INCLUDES OFFICIAL TEMPORARY CARE, TEMPOPARY CARE, TRANSFER, ETC.

".This data was extracted from an unpublishec by the Office of Labor Relations and Collective Bargaining,
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separately, the earnings in eacn sc.:nos] are deHved by standard procedures,

tnen The earnings are simply added together. However, the practice of

assigning these temporary care schools to custodians has been questioned

since the custodian must share his time between, two or more buildings,

but has the potential of earning the Comtined Maximum Permissible of each

building. The important question for the Board of Education is whether the

custodian can possibly provide full service in each school since he is on

24-hour call in each school, and since each school is considered a full time

activity during normal day school hours?

The effects of a transfer in custodial assignment on a custodian's

earnings are less straight-forward. The principal effect is the ability to

retain a nigher percentac-, of the extra activity income, with a result that

may allow the custodian to earn more than the $31,000 limit prescribed in

the contract. The reason is that the amount of the extra activity fees a

custodian is allowed 4o retain is determined by a sliding rate scale*.

*The following passage was extracted frcm the current custodial contract:

"Maximum Permissible Retained Earninas For Extra Activi Services" shall
mean the amount computed in accordance with the following table of percent-
ages of gross activity income received from each custodial assignment)

Up to $3,000 annually

But rot
Cver Over

$2,250 plus

75%

Of Excess Over

$ 3,000 $ 5,000 90% $ 3,000

,000 7,000 3,250 plus 30% :_000

7,000 15,000 3,850 plu 25% 7,000

i5,000 20,000 5,850 plus 20% 15,'70

20,000 22,000 6,850 plus 15% 20,000

z.z.,,. '-0" A.) 25,000 7,15.C. -!.,15 10T, 22,000

8 9



As the t-- of the fees increase, the amount the custodian is allowed to

rPt-in frot7 each additional increment decreases. Kowever, this is for one

oustodil assicnm..n7. The custodian can earn :.:v;re from two ident;oal six

month assichments than he can from one twelve month assionment. Perhaps

two examples will illustrate the effects:

- Assume a custodian had two identical, successive six-
month assignments during the /ear with no overlap in
coverage; also assume that he had extra activity fees
of $5,000 in each school, for a total of $10,000 in
extra activity fees. Referring to the footnote
beginning on the previous page, and noting that each
assignment must be treated separately, tha custodian
is allowed to retain $3,250 from each assignment's
extra activity fees, for a total of $6,500. If the
custodian had only one assignment, with fees of $10,000,
he could have retained only $4,600

- Assume a custodian had two successive six-month assign-
ments during the year with no overlap in coverage. In

tne first school there was a maximum permissible salary
for normal day school activity of $24,000 for.the year,
plus there were extra activity fees of $7,000 during
the six-month p:iriod; the custodian is allowed to
retain 512,000 cius $3,850, or 515,850 from this assign-
ment. In the second school there was a maximum
permissible salary for normal day school activity of
526,000 for the year, plus there were extra activity
fees of $15 000 during the six-month period; the
custodian is allowed to retain $13,000 plus $5,850, or
518,850 from this assignment. The Custodian's combined
total earnings for o13 year, without multiple assign-
ments having overlap, wer-e thus 534,400, zreater than
the contract maximum of $31,000.
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To summarize the ivipertant facts: the costs for custodial services

hare teen in'.--easinc, the fees charoed for after school use of school

buildings have risen, and the normal day school activity incomf, has emerced

as the principal factor in the custodian's earnincs. Howevcr, through

multiple assighments* for a custodan, either by coverage of more than one

school as in the case of tempo-ary care duty, or by transfer to another

school during the school year, a custodian can earn more Than the $31,000

limit placed in the contract, and can retain more of the ext- ctivity

income than expected. In 1975, 14.3% of all custodians reached or exceeded

the $31,O00 limit. The statistics for this group were as fol;ows:

- 31% had a single assignment

- 15% were transferred from one school to another
school without overlapping service

- 54% had temporary care of a building in add-
ition to their regular assignment.

The trend for four years is included in Exhibit 13 on the following pacie.

r.APITAL ECUIPAENT, DEPRECIATION, AND OWNERSHIP

Capital equipment which is used by the custodian in the operation of

his building is paid for and depreciated against his school allocation. The

custodia% contract broadly defines capital equipment as durabie items having

an anticipated life of three years and a purchase price in excess of $350.

The contract states that:

- Capital equipment may be purchased up to 2% of
the custodian's Gombined annual dross allowance**
for day school and extra service in each school
assignment

*It shculd te mentioned that multfnle c-ssionments for custodians are made
by th.e management of the Bureau or Plant Operation.

**Usual -eferred to as the custodian's school allocation, but includes
reimb' 'ble expenses when applicable.

9 1



EXHIBIT i3

CUSTODIANS EARNING THE MAXIMUM PERMISSIBLE AND OVER

1972.1915

1

1975 1974 1973 1972.
Combined Maximum Permissible $ 31,000 $ 30,000 $ 29,250 $ 28,250

No, At Maximum Permissible 46 43 40 29

No, Over Maximum Permissi'ile 99' 122' 68' 40'

Percent At Maximum Permissible 4,5 4,3 4,0 2.7

Percent Over Maximum Permissible 9.6 12.2 6,9 3.8

Average of Those Over Maximum $ 34,899 $ 33,716 $ 32,390 $ 31,302

' EARNINGS FROM REGULAR ASSIGNMENT IN ADDITION TO RARY CARE OF ANOTHER FACILITITY.

" This Oda Was extracted from an unpublished report by the Office of Labor Relations and Collective Bargaining.
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The capital equipment ray be prorated equally each
month as an expense based upon the cost of the items
and on an anticipated useful life of either 3, 4, or
5 years at the option of the custodian

- If the custodian dispenbes of the property a7 any
time within 5 years from the date of purchase, while
stil 3n employee of the Board of Education, the Board
of Ea..:ation shall be given full credit in the year
of disposal for the amount realized on such dispositich
in excess of 1-~e cost not yet charged off by the
custodian

- Miscellaneous expenditures for capital equipment in
the categor of "jeeps" and othz-..- motor equipment
with special accessories or modifications (e.g., snow
removal equipment) shall be limited to:

The full cost of the reasonable and
motive accessories to and special
modifications of such motor vehicles
for school use shall be acceptable
as an ar13quate cost

. Where tne motor vehicle is being used
for snow removal purposes only, 5/12
of the remaining cos' of the vehicle
shall be added to the cost of the
accessories and motive modification.

There are manv costly effect in these contractual agreements:

- The equipment that Board of Educatior custodians are
allowed to fully depreciate in as little as 3 years
is kept considerably longer (as much as 15 years) in
other school systems*. Further, the custodian recei-
ves title of ownership to all capital equipment after
the c..c..ipment is fuliy depreciated, therefore it can
be to ' s advantage to depreciate equipment as quickly
as possible

--;The Director of Plant Management for the Sachem School Disl )ted that
he kept floor waxers/polishers 15 years.



Tf-e cont-act s-ates -'-hat when a piece of capital equip-
ment is disposed of within the five year date of pur-
chase limit, +he Board of Education is entitled to some
recapture if the custodian is still in the employ of
the Board of Education. The Custodial Payroll Unit
has advised that when a custodian leaves the Board of
Education, because of the particular wording in the
contract, he 7s in fact entitled to all the miscellan-
eous equipment, tools, zrld capital equipment which he
has purchased cut of his allocated funds without possibi-
lity of recapture. This loophole can be particularly
costly In a year in which many custodians choose TO retire

Thera tre no specific limits or restrictions on the
persor! use of capital equipment before title of
ownership is passed to the custodian. Since repair
_and maintenance of this capital equipment is charged
to miscellaneous expense by the custodian, the Board of
Education can potentially fund the full cost for main-
tenance for its own ,se as well as for personal use of
the equipmen.: .)y the custodian.

There are lo specific restrictions on ths type of
capital equipment pu:chased for a given school;* for
example, it is possible to purchase a jeep with a snow-
plow for a school with a very iittle paved brea. This
fact, considered in light of no restrictions on personal
use of capital equipment, leads to the possibility of
heavy purchasing of capital equipment witnout intended
use for Board of Education purposes.



CONCLUSION

In a recent audit report* on custodial service costs for the Board of

Education, the New York State Comptroller's Office stated that:

"...had the Board of Education placed all schools on
contract** in calendar year 1975 we estimate that a
savings of 2-.o. million dollars, 26.6 percent of
current cost, c-uld have been effected with no material
reduction in se.-yice."

The audit projects savings based on a sample of only five schools and there-

fore the total savings figure is somewhat suspect, the true savings may be

significantly different; however, the results for just the five schools

sampled clearly suggest excessive costs in the Board of Education's indirect

system.

In as much as it is clear that the custodian is a determining factor

for costs 4or the operation and maintenance of school buildings, this section

has attempted to discuss the impact of contractual autonomy and authority on

costs. The exact cost to the Board of Education for each policy agreed to

in the contract is calculable, however those calculations required time out-

side the limits set for this first Working Note. These calculations, includ-

ing appropriate analysis, will be the subject of a forthcoming WOrking_Note.

Several modifications of present policy within the current contract are

suggested, however, as they require little additional backup material for

support; these modifications are presented in Section V. Section IV will

present the findings on the hourly work patterns of custodial helpers.

*The tentative draft audit report including the preliminary reply by the
Board of Education is included in Appendix: 9.

**Note that the contract referred to was a contract with an external vendor
for custodial services. In this contract the external vendor provided
custodial services for extra activity for free; if there was extra activity
in the school the cost savings to the Board of Education would have beenthat much greater by comparison.
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IV. PRELIMINARY FINDINGS: CUSTODIAL HELPERS

The employees of the custodian are frequently identified en ma44e by

the name of "custodian helpers;" in the 1975-1976 fiscal period this group

was paid $75.82 million dollars in wages which represented 67% of the total

budget allocated to custodians for custodial services*. As the single la-gest

expense for custodians, and being the cost factor directly affected by the

1976-1977 budget retrenchment in custodial services, the Project Management

Team chose to begin its detailed analysis of the COSTS of the operation area

with a study of custodial helpers.

There are seven distinct titles within "custodial helper:" included are

stationary engineer, fireman, coal passer, handyman, watchman, cleaner, and

laundry - bath attendant. This staff performs nearly all the manual labor for

the services specified in the custodial contract: excluded in some schools

might be specialized services such as elevator maintenance, window washing,

dust mop cleaning and the like which the custodian has chosen to contract to

external vendors. Exhibit 14 on the next page lists each custodial helper title,

the union representing the title, and the primary area of responsibility for

that title. Detailed job descriptions were never developed by the Bureau of

Plant Operation in order to allow the custodian greater flexibility in assigning

duties to specific personnel. For example, a handyman may assist as a cleaner

when necessary if so instructed by a custodian.

The custodian 1.5 the foreman of his custodial helpers, assigning duties

on a regular basis and modifying tasks on an as-needed basis. It is clear

*This is an end-of-year condition, a of the EM-229 modification of the budget.
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EXHIBIT 14

CUSTODIAL HELPERS:

DESCRIPTIVE SUMMARY OF TITLES, UNIONS, PRIMARY AREAS OF RESPONSIBILITY

TITLE UNION PRIMARY AREA OF RESPONSIBILITY

Stationary Engineer Local 94* operates and maintains heating systems
I Licensed )

utilizing high-pressure boilers

Fireman Local 94*or Local 74" operates and maintains standard heating

systems utilizing low pressure boilers

Coal Passer Local 94* moves fuel for coal-fired boilers

Handyman Local 74** performs electrical and mechanical repair

work as able

Watchman Local 74** provides security services as needed

Cleaner Local 74" performs cleaning, mopping, floor-waxing,

dusting, etc.

Laundry-Bath Attendant Local 74** maintains laundry (towel) areas in schools

with swimming pools

International Union of Operating Engineers (AFL-CIO)

Service Employees International Union (AFL-CIO)
100



that the custodian does have the flexibility to schedule employees in a cost

effective way. He has the authority to hire an employee in any of three

classifications, viz.,

- Regular employee, employed on a 40 hour per week basis

- Part-time employee, employed on a regular basis but
less than 40 hours per week

- Casual employee, employed on a irregular basis.

The custodian has an zAditional variable under his control; he can compensate

the custodial helper at any of three wage,rates, viz.,

- Regular or straight-time pay

- Premium or overilma pay (at 50% over regular pay)

- Shift-differential pay (at 5% over regular pay).

As the Project Management Team began collecting data on custodial helper

work patterns* it became clear that two separate analyses should be done. It

was important to uncover and to understand any historical trend in hours worked

and also to investigate any operating cycle present in the hours worked. Thus

"hours worked" by custodial helpers was examined, grouping all titles together,

and then a second examination was made of individual titles. This was done for

the fiscal years 1973-1974, 1974-1975, and 1975-1976 to develop the trend survey,

and was done in detail for 1975-1976 to develop the operating cycle. Graphs

of these data and the results for the grouping of all titles will be discussed

In -his section. The graphs of individual titles have been piaced in the

nd1x** for convenience; the Individual title graphs should be of particular

...1,rtance to management in the Division of School Buildings as an aid in deter-
..

mining manpowy- scheduling policies.

*See 'q:..oeoc'.1x: 10.

**See App.-cdx: 11.
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THRP:= YEAR TRENDS

Exhibit 15 on the following page displays trends in total hours combining

all titles of custodial helpers over the last three years; five individual

graphs are included in the exhibit:

Total equivalent hours paid, which identifies a cost
equivalent* for the total hours worked by custodial
helpers after adjusting for hours worked at overtime
rates and for hours worked at shift-differential rates

- Total hours worked, which is equal to the hours worked
on the job, Independent of whether the hours were
worked at regular, overtime, or shift-differential rates:

By regular employee classification
By part-time employee classification
By casual employee classification

- Value indicator, which shows the fraction of an hour of
work output delivered by the custodial helpers for each
hour of work paid.**

*The cost equivalent concept is based on the following definition:

total equivalent hours paid x regular wage rate =

total hours worked (at regular pay) x regular wage rate

+ total hours worked (at overtime pay) x overtime wage rate

+ total hours worked (at shift-differential pay) x shift-differential
wage rate

if there were no overtime or shift-differential adjustments to be made, than
total equivalent hours paid would equal total hours worked and the Board of
Education would be receiving maximum cost effectiveness (i.e., it would be
paying the least costly wage rate for hours worked.)

**The value indicator concept is based on the following definition:

value indicator = total hours worked total equivalent houra paid

If there were no overtime or shift-differential adjustments to be made, then
total equivalent hours paid would equal total hours worked and the value
indicator would be equal to one. If there were overtime and shift-differential
adjustments to be made, then total eouivalent hours paid would be greater than
total hours worked and the value indicator would be less than one. The Board
of Education receives maximum cost effectiveness if the value indicator equals
one.

102



1975-1976

0'444'19'

15,000,000

14,000,000

13,000,000
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11,000,000
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7.000,000

6.000.000

5.000.000

4.000,000

3.000,000
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1.00
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EXHIBIT 15

CUSTODIAL HELPERS:

ALL TITLES
TRENDS IN TOTAL HOURS
73174-74/75-75/76
FISCAL YEARS

TOTAL EQUIVALENT HOURS PAID
(Total hours worked adjusted for hours
worked on overtime basis and hours
worked on shift differential basis)

1111 Regular

Part-time

Casual

TOTAL HOURS WORKED

(Regular and extra-ectivity hours)

VALUE INDICATOR
Total hours worked

Total equivalent hours paid
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One example should tie these concepts together. Assume that custodie:

helpers worked 1000 hours total in a given time period,.of which 900 hours

were at the regular wage rate, 50 hours were at the overtime wage rate and

50 hours were at the shift-differential wage rate. Assume also that the

regular wage rate is $1.00 per hour, the overtime wage rate is $1.50 per hour,

and the shift-differential wage rate is $1.05 per hour. Using the formula

given in the footnote on the previous page, the total equivalent hours paid

can be calculated:

total equivalent hours paid x $1.00 per hour =

(900 hrs. x $1.00 per hour)
( 50 hrs. x $1.50 per hour)
( 50 hrs.-)c. $1.05 per hour) = $1027.50

thus total equivalen hours paid = $1027.50 = $1.00 per hour

thus total equivalent hours paid = 1028 hrs.

The meaning of total equivalent hours paid should be clear: the Board of Educa-
,

tion paid for 1028 hours at the regular wage rate to obtain 1000 hours of on-the-

job work when full consideration is given to overtime and shift-differential

costs. The value indicator provides quick insight into these overtime and

shift-differential costs:

value indicator = 1000 hrs (total hours worked)
1028 hrs (total equiv. hrs. paid)

thus value indicator = 0.97

The 0.97 figure for the value indicator rroans that the Board of Education

received 0.97 hours of work for every hour of work it paid for.

The graphs in Exhibit 15 indicate an increase in total hours worked from

1973-1974 to 1974-1975; the fact that the value.indicator remained unchanged

during this period verifies that hours worked at overtime and shift-differentiai
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rates grew with tne sare percentage as total ncurs worked. The fiscal period

1975-1976 shows a decrease of 3% in total hours worked over the previous

period, but in this case there was an improvement in the value indicator of

2% from 0.94 to 0.96 (the improvement in the value indicator is an improvement

in efficiency for the Board of Education.)

To retain perspective at this point, there were approximately 13 million

hours worked on the job in fiscal 1975-1976 by custodial helpers. The Board

of Education paid regular wage rates for these hours worked; the Board of

Education also paid the equivalent of 611,513 hours at regular wage rates to

compensate custodial helpers for overtime and shift-differential work. The

cost of these 611,513 hours was a loss of employment opportunities for custod-

ial helpers. There were 295 equivalent fult-time ,!obs lost in the Board of

Education's fiscal period 1975-1975 throuah overtime and shift-differential

consumption. It is projec'ed* that 238 equivalent full-time jobs will be lost

in 1976-1977. Nearly two hundred and forty full-time personnel could return

to the custod131 helper work force in the current year if overtime and shift-

differential work were to be eliminated.**

ONE-YEAR OPEF-JING CYCLE

Figure 17 illustrates the hourly work patterns of custodial helpers by

pay period from July 10, 1975 to June 12, ;2.76, the total 1975-1976 fiscal year.

4-See Exhibit 16 on the following page for the calculation; the data was
extracted from the t7-Jbles in Appendix: 10.

** The full projection must of course be pro-rated for the portion of the
fiscal year remaining; the projection of 238 equivalent full-time jobs
lost was for the entire 1975-1977 fiscal period.
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TOTAL EQUIVALENT HOURS LOST
THRU OVERTIME AND SHIFT DIFFERENTIAL COSTS

I1st+2nd+3ris4-4th ears ist Quarter

1975-1976 1976-1977

Ise Quarte

1,509

36,713

304

3.615

10,617

1,120

46,966

3

100,847

lst+2nd+3rd+4th Qtrs.

10,011

240,259

1,519

25.937

66,607

5,678

261,383

119

1,71:

29.632

298

2.587

10.392

1.116

25.636

0

/.1,

:975-1976

tit Quarter

611,513 81,380

TOTAL EQUIVALENT FULL.TIME
EMPLOYMENT OPPORTUNITIES LOST

lst+2nd+3rd+41:11 Qtrs 1st Quarter

1976-1977

lst+2nd+3rd*4th OATS.

3

71

1

7

20

2

so

5

116

12

32

3

126

3

59

1

5

20

7

69

194 295 159 238**

Calculation based on:
40 hrsiwk X 52 wk/yr 2060 hrs/full-timo employment opportunity in one year

or 520 hrs/full-time employment oPPortunitY in one quarter.
aroiection based on 1975-1976/1976-1977 rafts.

EXHIBIT 16

FULL-TIME EMPLOYMENT
OPPORTUNITIES LOST FOR
CUSTODIAL HELPERS
THRU OVERTIME AND
SHIFT DIFFERENTIAL COSTS
1975-1976 vs. 1976-1977

Stationary Engineer

Fireman (Local 94)

Coa [passer

Fireman (Local 74)

Handyman

Watchman

Cleaner

Laundry-Bath Attendant

TOTAL

Stationary Engineer

Fireman (Local 94)

Coalpasser

Fireman (Local 74)

Handyman

Watchman

Cleaner

Laundry-Bath Attendant

IOTAL
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EXHIBIT 17

CUSTODIAL HELPERS:
ALL TITLES -
HOURLY WORK PA7TERN BY
PAY PERIOD
19754975 FISCAL YEAR

TOTAL. EQUIVALENT HOURS PAID
(Total hours woryed adjusted for hours
worked on overtime basis and hours
worked on shift differential basis)

1211 Re9ular

Parvtime

E3Casual

TOTAL HOI IRS WORKED

(Regular and extra-activity hours)

VALUE INDICATOR
Total hours worked

(
Total equivalent hours paid

)
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This twelve month survey covers one school year, if any operating cycles are

present they should appear on these graphs. In addition to finding operating

cycles, it was also important to verify any definitive manpower scheduling

policies among the classifications of rcgular, part-time and casual employee,

i.e., it was important to erify for (' ,1 ly work patterns of

regular and part-time employees were s peak periods by

additional casual employee hours worked. Several important facts emerge

from the exhibit:

- There is a broad peak centered in December in the hourly
work pattern for total hours worked

- There is no apparent inter-relation among regular, part-
time, and casual employee classifications, i.e.,

There is almost a 10% fluctuation in the average
number of hours worked by regular employees over
the year (thus the hours worked by regular
employees is not constant)

Part-time employees and casual employees exhibit
fairly cct.stant workloads per pay period although
the general trend for casual employees is downward
from beginning to the end of the fiscal year (thus
part-time and casual employees appear to have more
,regular trends than regular employees do)

There is a broad valley in the value indicator centered in
January. This valley specifically indicates increasing over-
time and shift-differential percentages following the broad
peak in total hours worked that was observed in December.

The results discussed above leave some unanswered questions. The broad

peak in hours worked is understandable; according to Section 4.1.3 of The

Rules and Regulations for the Custodial Force in the Public Schools of the City

of New York*

The Custodian shall thoroughly clean his school building
before the opening of schools in September each year
and also during the_Christmas and Easter holiday periods.

*Rules and Regulations for the Custodial Force in the Public Schools of the
City of New York; Board of Education; 1966.



In addition, the November-December-January period has many holidays and a

significant amount of custodial work can be done.* But why is it then that

there is no peak in hours worked in April, during the Easter holiday season?

Also why is it necessary to have increased percentages of overtime and shift-

differential during the November-December-January period since the schools are

often closed anyway?" Lastly, why could nrt ..aItJaI employees be brought in

during the peak period? it is the hours worked by reguPar employees that are

Peaking in December which seems to contradict the concept of a regular employee.

As the cost analysis proceeded to the preparation of financial statements,

saveral items were found which seemed to impact the aforementioned questions.

Three graphs appear on the-following pages; these graphs display Board of

Education allocations to custodians per quarter (over the past three years,)

the percentages of these aliocations spent by custodians to provide services

less the custodians' earnings, and the percentage of these allOcetions dent

to provide services including the custodians' earrings. Exhibit 18, the

allocation graph, shows explainable variations:

- The impact of differing contractual service demands
as a result of Board of Education policy changes

- The effect of pay increases (including retroactive pay)
for custodial helpers

- The effect of variations in the number of working days
in l'he period.

During the Nov.-Oec. t75 period for example, there are forty-five days avail-
able to hold normal school classes; however schools are closed for holidays
a total of ten of these available forty-five days, allowing ten days of ideal
working conditions during the regular Mon.-Fri. work-week.

**Note that the value indicator drops during this peak period indicating
increased use of overtime and shift-differential compensation.
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The expenditure graphs, Exhibit 19 without the custodians' earnings, and

Exhibit 20, the transparent overlay illustrating the expenditure percentages

after custodians' earnings, both indicate a very definite spending pattern.

Independent of either the fiscal quarter-to-quarter movement or of the size

of the allocation in any given quarter, there is a steadily increasing expen-

diture percentage leading to peak expenditures towards the end of the custod-

ians' fiscal year during October-November-December. This implies a cash

management policy on the part of the custodians. It is very important to note

that the 9nd of the custodians' fiscal year is December 31; this places the

end of their fiscal year in the same period in which peaks were observed in the

hours worked by custodial helpers. With this further data, the question must be

raised as to whether this apparent cash management policy was created to fund a

heavy workload at the end of the calendar year, or whether these cash reserves

have made available unnecessary extra employment for custodial helpers?
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V. SUGGESTED POLICY ALTERNATIVES

As was mentioned earlier in this report, the custodial services provicied

to Board of Education schools have been substantially reduced from the accus-

tomed levels existing before July, 1976. The reduction was achieved by examin-

ing custodial service ctivities individually in cases where uni- cos- Id be

easif idertified,' then p,r,rmance requirements were downgraded in amounts cal-

culated to produce the mandated budget cuts. The impact of the custodial service

reductions on the safety, health, cleanliness, learning environment and equip-

ment of the schools has not as yet been reviewed. The potential effect on

Building, Health, or Fire Department violations, or the long-range effect on

major maintenance is not precisely known. More generally, the Board of

Education does not know if this new level of service is satisfactory. More

specifically, the Board of Education does not know if the reductions in

cleaning services were the appropriate ones to make: might other changes in

policy have been more appropriate?

In this series of Working Notes it is the intention of the Project

Management Team to examine costs as they affect present policy and procedures,

and to examine policy and procedures alternatives. To this end, there are

several questions that should be addressed:

- How much is the present indirect system costing the Board
of Education? What exactly is the cost to operate and
maintain an average square foot of space in a school
building in New York,City? Is this cost in any way "in
the ball park" with similar situations elsewhere; and if
there are differences, what are they?

For example, suppose it is known that mopping floors in a particular school
costs $500 every time the service is performed; further suppose that present
policy required floors to be mopped at the end of every school day. In order
to save $1000 per week in this school it is necessary to change the policy for
mopping to mopping on Mondays, Wednesdays, and Fridays only.
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What level of custodial service is really needed? After
a recent tour of New York City school buildings, several
educators from Great Britain commented that the Board of
Education had the cleanest schools they had ever seen.
How important is this fact? Does this level of cleanli-
ness materially affect the quality of education being
delivered? Can a lower level of cleanliness be accep4-ed:

How can the accepted level of servi,_ L._.;t be delivered?

With over !,000 schooi buil,..ings to (ii.,erate and maintain,
and many systems available to provide custodial services,
the Board of Education must evaluate the cost and effect-
iveness of all possible alternatives. Pilot projects
should be initiated to seek creative approaches for the
delivery of custodial services, and the results should be
analytically and systematically examined.

What controlt are necessary to assure the highest degree
of performance? Is the present administrative chain of
command in the Bureau of Plant Operation sucole,sfully
controlling the custodial service program? Who should
have ultimate responsibility for the operation and
maintenance of a school building: the custodian or the
principal? Should the roles of the custodian, the
District Supervisor of Custodians, the Community School
District Superintendents, and the principals vis-a-vis
custodial services be modified?

In the past the Board of Education has for the most part only responded

to contractual demands by the custodians. The Board of Education might rather

look aggressively at the issues raised in the four previous questions. In the

remainder of this section, two types of policy alternatives will be discussed:

- Short term alternatives suggested for immediate
implementation based on the information included in

this 112EL2122Et21

- Long term alternatives suggested for further investi-
gation, with acceptance of these tentative alternatives
based on data which will be collected during the remainder
project as discussed in Section VI, Next Steps in the Cost
Analysis.
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POLICY ALTERNATIVES CAPABLE. OF SHORT TERM IMPLEMENTATION

Based on the information co' nd /iously pres in thi-

Note, there are a hunter of sh e Project :._naement Team feels :an

be corrected within the general framework of the current performance contract

with the custodians. It is felt that all the policy alternatives discussed can

be implemented with minimal additional study of the subject.

The Board of Education is at this time negotiating.a new contract with the

custodians. With t1-1 changes in policy brought about by the July, 1976 budget

cuts, the Board of Education should be taking the broadest view possible of

custodial service:

- The Bureau of Plant Operation should identify for the Board
members every major activity in the custodial service
program, should identify the cost of each activity, and
should identify the benefit/consequence of providing/
not providing the service resulting from that activity

- An ordering of priorities for the activities (and hence
the services) performed in the operation and maintenance
of school buildings should be completed.by the manage-
ment of the Division of School Buildings and should be
reviewed by members of the Board of Education and
pedagogical users of custodial service.

It is most important that the users of custodial services be knowledgeable

of the conditions under which'they receive services, that the responsibilities

of the various people involved in and benefiting from the proper operation and

maintenance of school buildings be clearly understood, and that users of custodial

services take a more active role in controlling the cost and effectiveness of the

policies and procedures in effect:

- Copies of the Rules and Regulations for the Custodial
Force in the Public Schools of the City of New York,
including copies of all modifying memoranda, should be
issued to principals, Community School District Superin-
tendents, district business managers, and managers of
the Bureau, of Maintenance
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- Princ,--ls should take vigorous action in claiming
deducti_71s for unused space in their school buildings;
this wo-.d reduce total costs. Perhaps more forward
planning in the utilization of space can achieve more
intensive use of less space thereby reducing custodians'
service time and further reducing service fees

The district business manager should take vigorous
action in examining schedules of extra activity in
the schools in his district; with a view to the cost
of extra activity fees, the district business manager
may be able to consolidate the numt of school
buildings used after hours and therefore reduce the
total cost of extra activity:

. There would be fewer opening/closing fees

There would be reduced fuel costs for heating
systems

There would be reduced total cost for
custodians' extra activity fees since the
Board of Education would be taking advantage
of the sliding rate for extra activity fees

The rating of custodians by staff of the Bureau of Plant
Operation and by pedagogical personnel must be activated;
the users of custodial services should be able to have
substantial input into the promotion (in which a custodian
receives assignment in a school with a greater Maximum
Permissible Salary) and in the demotion (in which a
custodian receives assignment in a school vith a
smaller Maximum Permissible Salary) of the custodians
providing them services.

It has been suggested that custodians have been hiring family members as

custodial helpers and showing undue favoritism to them. In recent months,

following the layoffs of custodial helpers in July, 1976, many grievances have

been filed by the laid off cleaners and handymen; the gri,evances claim that

members of a custodian's family working in cleaner or handyman titles have not

been laid off even though some family members have lower seniority. Furthermore,

it is generally accepted policy in a business environment not to have a manager

(in this case the custodian) supervising employees who are family members. To

establish adequate control over +his entire personnel area, the following policy

%.nancles are suggested:
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- -Establish a clerical title in the custodial helper
series with a wage rate commensurate with the duties
performed, for situations that may really need clerical
support

- Do not allow the hiring of family members by custodians;
establish controls over arrangements by which family
members are hired by custodians of nearby schools.

- Require that a copy of every grievance filed against
custodians be forwarded to the Office of Labor
Relations and Collective Bargaining and that periodic
review of these grievances be undertaken.

It has been mentioned that the custodial contract has given the custodians

considerable autonomy and authority, and there have been situations in which

this autonomy and authority have been abused. Several of these abuses can be

corrected through relatively straightforward changes in the custodians' contract:

- The Board cr( Educatior should modify the contract so
that,it is clear that when a custodian transfers school
assignments in one year, the custodian has

A Maximum (Day School) Permissible Salary
of $26,000 for the fiscal year, independent
of assignment transfers

. A COmbined Maximum Permissible Salary of
$31,000 for the fiscal year, independent of
assignment transfers

Combined earnings, i.e., earnings from normal
day school activity and extra activity, cal-
culated by pro-rating earnings from normal
day school activity over the time in that
assignment, and by applying the sliding rate
scale for extra activity earnings only-once
for the lump sum of all extra activity aggre-
gated over all assignments

- The Board of Education should identify limitations on the
purchase, depreciation and use of capital equipment:

. The type of equipment to be purchased should
be reviewed by the Bureau of Plant Operation
so that only equipment appropriate to the
needs of a particular school building is

.

purchased by the individual custodian
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The Bureau of Plant Operation should establish
depreciation schedules for capital equipment
based on average life expectancies for this
capital equipment as experienced by other
agencies and private industry as well as by
the Board of Education

Capital equipment should be limited to Board
of Education Use Only.

As long as the concept of a performance contract is accepl.ed and maintained

as Board of Education policy, the performance contract with the custodians

should be made as "competitive" as possible. The a!location formula appears to

provide funds to the custodians on estimates of worst case conditions in the

schools, even to providing reimbursement for certain portions of custodial

helpers' vacation time. The monies provided by the allocation should more

closely approach the true costs In the particular school building:

- Reimbursable funds, overtime pay, and shift differen-
tial pay should be used only for unforseen events such
as emergencies or special conditions, e.g., winter
conditions might necessitate bringing in a fireman to
work earlier to turn on the heating system in time to
have the school warm for morning classes; reimbursement
for certain portions of vacation time should be
eliminated however*

- Factors should be included in the allocation formula to:

Reduce the funds given to custodians in low
vandalism areas

Reduce the funds given to custodians in newer,
lower maintenance schools

Reduce the funds given to custodians in schools
where the type of windowpane limits the
custodians' repair responsibilities.

*Vacation time is not an unforseen event; the custodian should have definitive
manpower scheduling policies to handle this contingency in.a least cost
manner.
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In addition, the inefficiencies brought about ir the uncontrolled use of

overtime pay by custodians to their employees discussed in detail in Section

IV are magnified by the contracts between Local 891, representing the custodians,

and Locals 74 and 94, representing the custodial helpers. These agreements

state that:

- Effective January 1, 1971, all work performed in
excess of eight (8) hours per day, five (5) days per
week, or forty (40) hours per week shall ba paid for
at the rate of time and one half.

The effect of this statement is that;

- A part-time employee working ten hours in one day
would be paid overtime for two of these hours
even though he had not worked forty hours that week

- An employee working more tnan five days in one week no
matter how many hours per day or how many total'hours
for that week would receive overtime for the sixth
and seventh days of work

- The estimated cost* for overtime paid to part-time
employees was in excess of $755,000 in 1975, while
the total cost* for all custodial helper overtime
exceeded $8,000,000.

There are presently no Board of Education policies or procedures which

regulate the custodians' use of the overtime wage rate. The Board of Education

should:

- Establish limits (reflecting the need for some flexi-
bility) on the use of the overtime wage mte by the
custodian

- Establish that overtime rates be payable only after an
employee works 40 hours.

* Extracted from an unpublished audit of custodial operations, report
No. C 77-203, submitted to the Board of Education by the Office of the
Comptroller, City of New York.
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The Board of Education must improve its control over the financial

operations of the custodial service program. The Custodial Payroll Unit in

the Division of Business and Administration should be:

- Aware of its primary responsibility to the management
of the Board of F.....ation, and should respond to requests
from the custodtns' union as a secondary priority

- Responsible for preparing concise financial statements*
to be forwarded to the management of the Division of
School Buildings and the Office of the Deputy Chancellor,
on a monthly, quarterly, and annual basis

- Given guidelines in the performance of operational
audits** and sampling of financial records kept by
custodians (staff needs for this increased responsi-
bility can be satisfied by using engineers available
from the Division of School Buildings; the engineers
would provide excellent technical assistance.)

In addition, the Board of Education should enforce or modify the contract

so that:

- Custodians be required to retain all funds given them
by the Board of.Education in trust fUnd accounts in
the name of the Board of Education, with any interest
earned to be received by the Board of Education

.

- The Board of Education withholds all deductions
for custodial helpers' paychecks from the custodians'
allocation on a two-week after-the-fact basis (rather
than attempting to collect reimbursement from the
custodian.)

Lastly, the Board of Education should mandate that all custodians'

financial and personnel procedures and records comply with the same standards

set by the Board of Education for any of its centrdlized or decentralized

units; and also should mandate that the records be subject to annual audit by

the Board of Education.

* See Appendix: I.

** This suggestion is beirg worked on at this time by a team from the Office
of the Auditor General and by on-loan executive volunteer members of the
Institute of Internal Auditing.
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POLICY ALTERNATIVES REQUIRING LONG TERM IMPLEMENTATION

The tentative policy alternatives discussed in the following paragraphs re-

quire the support of the results of the data and analysis to be prepared during

the remainder of this project; however the Project Management Team is antici-

pating that the facts gathered will support the policy alternatives suggested

here.

As a first step in clearly defining the role and responsibility of the

building management function, the Bureau of Plant Operation _in conjunction with

the Board of Education should review and revise the Rules and Regulations for

the Custodial Force in the Public Schools of the City of New York . This rulebook

must be brought up to date, it should reflect the services required by pedagog-

ical personnel, it should be responsive to cost pressures, and it should be dis-

tributed to all appropriate personnel agency-wide (and not just within the

Bureau of Plant Operation.)

The long term objective of this project stated in Section I, Introduction,

was to identify means to decrease costs for the operation and maintenance of

school buildings without degrading but perhaps upgrading the present quantity

and quality of service. Therefore the Project Management Team is looking for

alternatives .that will be cost effective when considering all the costs involved

in providing operation and maintenance services. There are two approaches to

seeking alternatives, one may either make substantial modifications to.the present

indirect system or one may examine other systems to provide services.

Within the present indirect system the most important and wide ranging

action would be to develop a new aliocation formula. The new formula would

provide funds for normal day school activity and extra activity based on an
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average cf the current comparative costs for other New York City agencies, other

school systems, and Industry. The new formula would assume the use of techniques

and equipment that are state of the art in the building management field today

and would have the advantage of making multiple use of school buildings more

competitive with rentable space.

For example, the Board of Education presently provides funds to schedule

a fireman in each school, no matter what type of heating system is in use, for

four hours on Saturday and three hours on Sunday. This procedure cost the

Board of Education over four million dollars this yeal. Reasonable alternatives

to eliminate this cost might include:

- Updating some heating systems so that they can
operate with less intervention

- Monitoring heating systems with a central computer
system on a 24-hour basis*

- Having fireman report to schools on Saturday or Sunday
only when the outside temperature falls below twenty
degrees, or some other critical temperature.

Each of these alternatives has merit; however, the cost data to properly evaluate

the alternatives must still be obtained.

Other systems, e.g., direct systems and contract systems, should also be

tried on pilot program bases in different areas of the Board of Education. It

k important to recognize that a savings of $1,000 in one school, when multiplied

by Dproximately 1,000 schools In the Board of Education, represents savings

of $I,000,000 agency-wide. It may very well be that the Board of Education will

evolve a hybrid system employing the best features of many alternatives. Several

of the ideas that have been suggested and that will be looked into include:

* The Sachem '-,-. aol C:trict employs one central computer system to monitor
heating sysi,ls, temperature, water pressure, lighting and to operate
burglar alar- systems for seventeen buildings in a twenty-five square mile
area; in the last three years, even with inflation and fuel price hikes,
the system has kept utility costs frOm rising by more efficiently controlling
usage of resources. 124



- Instituting a custodial system in which one custodian
and one fireman provide for the operation of the build-
ing, with cleaning services contracted out to a vendor
to be done after school hours

- Instituting a contract custodial system* in which all
custodiai services are provided by a vendor, but
where liaison with the Board of Education is done
at thirty-two Community School District offices
(rather than have liaison at a schoo4 by school basis,)
and five Borough offices (to handle liaison of custo-
dial services for high schools on a borough basis).

The last suggestion has much to recommen :t, but perhaps the concept could

be better developed within the Board of Education. What is being suggested is

that the Board of Education establish building management offices, which would

provide all the administrative services that are now required by custodians,

would optimize personnel scheduling on an aggregate basis, and would be respon-

sible for financial and quality control of local custodial services in much the

same way that community school district business offices control the financial

affairs of the schools in their districts. The contractor mentioned in tne

previous suggestion employd a organizational structure quite the same as this

and operates profitably under thls approach. This suggestion is explored more

fully in the next few pages.

PROPOSAL FOR BUILDING MANAGEMENT OFFICES

The mission of the buildin3 management offices would be to monitor and

control the school building operai-lon and maintenance services determined to be

necessary by Board of Education policy. Depending on whether the Board of

Education chooses to employ an indirect, direct, or contract system (or a

combination of these) to provide custodial services, the actual tasks the

building management offices are responsible for fright vary; however, the

* A proposal was made by Custodial Guidance Systems Inc. to the Board of Education
whereby the vendor would provide the custodial services for all schools in a
district out of a district management office.
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objective of the offices is to exercise the kind of management control that

will produce cost effective and efficient delivery of services.

The district building management offices suggested above would be estab-

lished in the thirty-two community school districts to handle the elementary

and junior high school buildings; five borough offices would also be establi-

shed to handle the operation and maintenance coordination of high school

buildings. Typical tasks would include:

- Setting up custodial service programs to meet the needs
of the schools in the area within the guidelines of
the minimum standards set by Board of Education policy

- Establishing custodial service budgets for an individual
school based on the school's particular physical
attributes

- Purchasing all equipment and supplies; allocating the
capital equipment to individual schools as needed

- Coordinating the services provided by the Bureau of
Maintenance; more specifically, efficiently scheduling
the delivery of services provided by the mechanics at
the Central Shops and the Area Repair Shops.

4

If either the indirect or direct system is used, the building management

offices would have responsibility for personnel affairs; they would handle:

- Hiring of all custodial helpers

- Performing administrative functions such as payroll
calculation, maintenance of personnel records,
scheduling of overtime and shift-differential,
planning for vacation time, etc.

- Establishing a small emergency task force from the
custodial helpers in the schools which when needed
would take care of certain repairs, correct vandal-
ism damages, and effect snow removal, using special-
ized equipment and having the advantage of additional
training.
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The building management offices would function organizationally from

within the Bureau of Plant Operation but would operate out of office space

located at some convenient location within the area of the schools they are

responsible for. Each office might have a staff composed of:

- A Building Management Supervisor - to coordinate the
various custodial service and maintenance activities
and functions in the area with those of other
agencies, organizations and bureaus; to establish
local policy; to develop and control budgets for
each school; to be responsible for all custodial
service personnel in the schools

- A Supervisor of CUstodians - this position currently
exists in the Bureau of Plant Operation, the Supervisor
of Custodians is responsible for evaluating the
performance of each custodian in operating and main-
taining his building, aind acts as the immediate
liaison between the users of custodial services,
and the building management office representing the
Bureau of Plant Operation

- Two Payroll Clerks - to be responsible for the
payrolls of custodians and custodial helpers; to
verify time records, sick leave and overtime
payments; to maintain personnel records; to verify
the qualifications and perform the hiring of custodians
and custodial helpers.

Also, should the indirect or the direct system be in effect after the

creation of the building management offices, the role of the cusfodian will have

to be modified. The custodian will act as the on-site building manager but he

will have fewer administrative tasks to perform, he will have less autonomy and

authority, and he will earn a smaller salary; he will:

- Perform the duties of a custodian as outlined in
his Job description* (but without the administrative
responsibility for payroll, for hiring custodial helpers,
fc.)

* See Appendix: 6.
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- Transmit the needs of his school building for manpower,
equipment, supplies, etc., to the business management
office.

- Monitor the performance and schedule the daily tasks
of each custodial helper under his supervision.

The design concept of the building management offices responds to the need

for more management control of the custodial service program; a properly

functioning building management office will have substantial impact on cost

reductions:

Taking advantage of the economies of scale gained
through coordinating custodial services at an
aggregate level rather than at the school level
enables:

The scheduling of employees and equipment
in ways to maximize use, minimize overtime,
and obtain greater overall flexibility

The purchasing of suppljes and materials in
larger quantities at discounted costs, and
the possibility of maintaining an inventory
of spare parts and supplies in a central
local location

The use of more specialized equipmen+ and
mechanics with backup resources, e.g., a
building management office might use a
minicomputer to monitor the school heating
system on a 24-hour basis, allowing the
Board of Education to save the cost of
providing a fireman on weekends to check the
heating system; this computer would enable a
remote location (the building management
office) to turn on and off the heating
system and monitor unauthorized entry of a
school building, as well as be used to
prepare the payroll and maintain a general
ledger for the financial responsibilities of
the custodial service program

7, Having better communication between the Board of Education
and the users of custodial services provides:

More direct response to any needs expressed
by the principal
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More control over the functions of main-
tenance, e.g., for painting, fuel and utility
consumption, exterminating, violations removal

More flexibility in consolidating extra act-
ivity, such as the Continuing Education program,
to reduce custodial costs

Having more local control of the financial operation of the
custodial service program through:

The combining of payrolls for custodial helpers
from a payroll in every school to a payroll in

each building management office

The monitoring of allocated funds at an area
level rather than at the custodian level

The introduction of financial accot_rability
and planning aspects as responsibilities of
the building management supervisor.

The development of the building management offices in cohjunction with

improving the operation of the Custodial Payroll Unit in the Division of

Business and Administration are important steps in obtaining the type of

timely information that the management of the Board of Education does not now

have and desperately needs. One very important aspect of this initial proposal

is that it is applicable independent of whether the Board of Education should

provide custodial services by the indirect, direct, or contract system. Either

method of operation still requires a means for the management of the Bureau of

Plant Operation and the users of custodial services to evaluate and monitor

the performance of the resources used in operating (and maintaining) school

buildings.

The proposal for the development of building management offices obviously

requires considerable further study; however, the concept is feasible and would

not require the elimination of any presently defined custodian positions.
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The Board of Education currently has 1,020 personnel lines in its bud.get for

custodians; there are however over 1,056 school buildings so there are at least

36 scnools with no full time custodian assigned. If custodial assignments were

appropriately arranged, a pilot program could be attempted in one community

school district in which a building management office would be set up and school

custodians would be hired with responsibility for the tasks discussed in this

section. Such a pilot program could also provide first-hand information on

experiments with indirect, direct, and contract system alternatives.
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Sec-Eion VI. \ ext Steps_ In The COT+ Analysis-
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VI. NEXT STEPS IN THE COST ANALYSIS

Section III, Preliminary Findings: CUstodians, contained an in-depth

discussion directed at the many individual reports, audits, and articles

written on custodians and custodial practices during the last few years;

the significant finding was that a large number of custodians may have abused

the autonomy provided them under a highly flexible performance contract

with the Board of Education and in consequence may have increased the costs

for the operation and the maintenance of school buildings. The material

presented in Section IV, Preliminary Findings: Custodial Helpers, examined

the single largest cost in the operation of school buildings; the significant

finding was that heavy utilization of overtime and shift-differential compen-

sation for custodial helpers resulted in the loss of almost 240 full-time

employment opportunities for these employees. Finally, Section V, Suggested

Policy Alternatives, contained alternatives that might be impiemented to

reduce the cost of providing custodial services: short term alternatives were

suggested for immediate implementation based on information included in this

Working Note, and long term alternatives were suggested for further investigation

requiring additional data to be collected. The next steps in the cost analysis

will be directed to fully research all cost areas mentioned above, to provide

complete analysis of the data collected and to move onto new cost areas:

- To collect, assemble, and analyze data on the other
cost factors for direct custodial services, e.g.,
costs for capital equipment, expendable items, and
service contracts

- To collect, assemble, and analyze data on cost factors
for the maintenance of school buildings (costs for
those services provided by the Bureau of Meintenance);
these factors will include personal service and OTPS*
items
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To understand the cost of the custodian, i.e., to put
in perspective the duties and responsibilities of the
custodian as agreed to in the custodian's contract
vis-a-vis the compensation provided the custodian and
the financial impact the custodian has on the direct
and indirect cost of operation and maintenance

To understand the nature, impact and inter-relation of
the adjustments in the custodial service allocation
formula, and to understand how alternative prpcedures
and policies might effect the cost of operations and
maintenance (e.g., would more capital equipment signi-
ficantly reduce labor costs for the same service or j.
would costs remain the same and employment opportunities
be lost even though more services might be provided).

The work to be done mentioned above has been allocated to three indivi-

dual sub-projects which will run in succession and will require approximately

two man-years of effort:

Prolect 1 - will gather further cost data on
direct custodial services and indirect services
(Bureau of Maintenance) and will, include a reorgan-
ization of the Custodial Payroll Unit* in the
Division of Business and Administration

Pro'ect 2 - which will eXamine each item in the
custodial contract and review the factors determining
the fund allocations used in the present custodial
system

- Project 3 - will examine strengths, weaknesses and
alternatives to the present custodial system and
will include an operational audit** of a sample
school district.

*This step will facilitate collection of data and will also strengthen and
expand the monthly reporting capability to 'ward of Education managements
in the operation and maintenance areas, as well as to top Board of Education
management.

**An operational audit team is being assembled from the Board of Education's
Office of the Auditor General and from several members of the Institute of
Internal Auditing. The objective are to strengthen the operational auditing
skills of Board of Education auditors, to provide additional support for
the Project Management Team, and to examine in detail and first hand the
methods, procedures and personal policies of a custodian.
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Each project will be concluded with a management oriented Working Note

such as this one. The final results, complete with comparative costs of

alternative procedures and costs (from other institutions using cvstodial

services,) should provide sufficient iniormation to support an advocacy docu-

ment on substantial improvements recommended for the conduci of operation and

maintenance in Board of Education school buildings.
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APPENDIX: I

FINANCIAL STATEMENTS FOR THE
OPERATION AND MAINTENANCE

.

OF SCHOOL BUILDINGS

INC)ME SUMMARY with attached schedules
EXPENSE SUMMARY with attached schedules
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APPENDIX: I FINANCIAL STATEMENTS FOR THE
OPERATION AND MAINTENANCE
OF SCHOOL BUILDINGS

INCOME SUMMARY with attached schedules
EXPENSE SUMMARY with attached schedules

The financial statements presented here were developed by the Project

Management Team several weeks after the project began. Both the general format

and the detail entries are representative of the expected final results; the

usefulness of these preliminary statements comes in keeping the data gathering

and analysis tasks in line with the final objectives of the cost analysis.

There are two categories of financial statements: income and expense

Each category was designed to have a summary, supported by schedules of

detailed information. The forms will carry three years of data when completed,

from which trends may be examined and the cost of operation and maintenance

of an average square foot of.building space may be derived. The following forms

are included (the data to complete them is presently being researched):

- INCOME SUMMARY which indicates all budget sources for the
operation and maintenance of school buildings, including
funding for fringe benefits and funding of appropriate
administrative support areaS in the Division of Business
and Administration

- SCHEDULE A - ACTIVITY INCOME which indicates the funds
allocated to the custodian for normal day school activity
by the allocation formula (the schedule amount shows the
various adjustments made to the basic maintainable
square foot allowance), for reimbursed Items, and the funds
committed to extra activity and fringe benefits

- EXPENSE SUMMARY which indicates individual cost areas
for operation and maintenance that contribute to the
overall operatin9 cost per square foot maintainable*
in an average school building

*Or cost for operation and maintenance of an average square foot.
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- SCHEDULE A - CUSTODIAN COST which indicates the total cost
to the Board of Education for the custodian as an employee;
this cost includes the "draw", or custodian's salary,* plus
all fringe benefits. (Note that there are two Schedule A
exhibits presented; the flrst is in the format of the Board
of Education's fiscal year and the second is in the format
of the custodians' fiscal year. The second Schedule A has
been presented with the data available at this time; the
pension figures given are estimates.)

- SCHEDULE C - CUSTODIAL EXPENSE which indicates the costs to
the custodian for items other than custodial helpers; the
basic distinction in this schedule is the 2% limitation
condition. The items excluded from'2% limitation can total
in dollars to any amount needed under the discretion of the
custodlan; items under the 2% limitation can total in dollars
to any amount less than or equal to 23 of the total funds
given to the custodian for his building by the allocation
formula.

*Note that Schedule A lists both excess and deficit amounts; the formula de-
scribed in Section IV is applied here to determine what the custodian is
allowed to keep. The custodian's "draw" is thus aggregated for all custodians
under the title Custodians Retained Earnings.
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INCOME SUMMARY:
OPERATION AND MAINTENANCE OF SCHOOL BUILDINGS

ACTIVITY INCOM E: 1

Day Activity

Extra Activity

Fringe (custodian and helpers)

Sub-total

CENTRAL INCOME:

Division of School Buildings:

Bureau of Operations 2

Bureau of Maintenance3

Fringe

Sub-total

Division of Business and Administration:

MIDP Production Control4

Custodial Payroll5

W-2 Section 6

Fringe

Miscellaneous 7

TOTAL INCOME

1 see Schedule A

2 see Schedule B

Sub-total

3 see Schedule C

1973-1974 1974-1975 1975-1976

5 see Schedule E 7 see Schedule G

4 see Schedule D 6 see Schedule F
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SCHEDULE A
ACTIVITY INCOME:

OPERATION AND MAINTENANCE OF SCHOOL BUILDINGS

DAY ACTIVITY:

Schedule:

Gross Sq. Ft.

Maintainable Sq. Ft.

Paved Area

Maintainable Sq. Ft. Allowance

Paved Area Allowance

Deduction for Outside Steam

Oil Burner Deduction

High Pressure Boiler Allowance

Elevator Allowance

Escalator Allowance

Univent Allowance

Swimming Pool Allowance

Jr. High School Allowance

High School Allowance

High School Annex Allowance

Elementary School Lunch Room Allowance

Jr. High School Lunch Room Allowance

High School Lunch Room Allowance

Premium Time (Supp. Allowance)

Additional Employees

Sub-rotal

Reimbursement:

Emergency Premium and Shift Differential

Reimbursement for Replacement Employees1

Su b-total

TOTA L

EXTRA ACTIVITY

FRINGE BENEFITS

TOTAL ACTIVITY INCOME

1973-1974

1 During sick leave. additional and accrued vacation, and Jury Duty.
e../

(

1974-1975 1975-1976

,



EXPENSE SUMMARY:
OPERATION AND MAINTENANCE OF SCHOOL BUILDINGS

CUSTODIAL COSTS:

Custodian:1 Retained Earnings

Fringe

Custodial Helper:2

Custodial Expense:3

CENTRAL COSTS:

Operations:

Maintenance:4

Sub-total

Stationary Engineer

Fireman

Handyman

Coe !passer

Watchman

Cleaner

Laundry Bath Attnd't
Fringe

Sub-total

Excluded from 2% Limitation
Other Miscellaneous

Sub-total

Opervion of School Plant
Fuei Management and Transport

Fuel

Utilities
Supplies

,Sub-total

Repair Shops

Minor Repairs

Contract Maintenance

District Contract Maintenance
Plant Maintenance

Sub-total

Administrative Support:5 MIDP Production Control
Custodial Payroll

W-2 Section

Miscellaneous

Sub-total

TOTAL OPERATING COSTS

TOTAL SQUARE FEET MAINTAINABLE

Operating Cost per Sq. Ft. Maintainable

I see Schedule A

2 see Schedule BI, B2, 83
3 see Schedule C

4 see Schedule 0

5 see Schedule E 140

1973-1974

MIL

111111mMINI

1974-1975 1975-1976

11111.1



INCOME:

Day Activity

Extra Activity

SCHEDULE A

CUSTODIAN COST:

OPERATION AND MAINTENANCE OF _SCHOOL BUILDINGS

Sub-total

EXPENSE:

Custodial Helper (less fringe)

Custodial Expense

Sub-total

Net Retained

Combined Permissable

Excess

(Deficit)

CUSTODIAN RETAINED EARNINGS:

FRINGE:

Health

Welfare

Pension

FICA

Sub-total

TOTAL CUSTODIAN COST:

Calcubation based on average numbers of custodians:

1973-1974 915

1974-1975 895

1975-1976 945
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SCHEDULE A

CUSTODIAN COST:
OPERATION AND MAINTENANCE OF SCHOOL BUILDINGS

INCOME:

Day Activity

Extra Activity

Sub-total

EXPENSE:

Custodial Helper (less fringe)

Custodial Expense

Sub-total

Net Retained

Combined Permissable

Excess

(Deficit)

CUSTODIAN RETAINED EARNINGS:

FRINGE:*

Health

Welfare

Pension

FICA

Sub-total

TOTAL CUSTODIAN COST:

Calcubation based on average numbers of custodians:

1973 915,

1974 895
1975 945

Calendar Years January 1 December 31

1973 1974 1975

74,372,9J0 854,168,148 94,762,600

12,286,715 12,431,540 11,299,128

86 659 695 97,599,688 106,061,728

(expenses not allocated)

61,851,086 71,273,360 78,852,417

24,830,958 26,338,628 27,215,952

22,370,575 24,005,275 25,222,270

2,779,745 2,761,141 2,411,006

340 710 440,088 425,604

22,0511,213 23,577,487 24,804,946

416,074 402,992 479,911

228,750 223,750 330,750

3,122,212 3,458,069.2,992,945

706 563 738,241 845,822

4,344,332 4,487,195 5,114,552

26,395,545 28,064,682 29,919,498
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SCHEDULE C

CUSTODIAL EXPENSE:

OPERATION AND MAINTENANCE OF SCHOOL BUILDINGS

EXCLUDED FROM 2% LIMITATION:

Compensation insurance

Liability Insurance

Contract Service

Window Cleaning

Snow Removal

Landscaping

Dust Mops

Uniforms

Other

&lb-total

OTHER MISCELLANEOUS:

Depreciation

Hardware

Equipment (under $350)

Cleaning Supplies

Telephones

Repairs to Equipment

Miscellaneous

Sub-total

TOTAL CUSTODIAL EXPENSE

143
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APPENDIX: 2

REPORT ON CONTRACT
CUSTODIAL SERVICES

1964 - 1976
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APPENDIX: 2 REPORT ON CONTRACT
CUSTODIAL SERVICES
1964 - 1976

This report wes issued by the Division of School Buildings in November,

1976, and discusses the findings and recommendations on the contracting of

custodial services to external vendors. The report recommends that:

- The private contract method of operation be continued
as a comparison to other methods of custodial operation

- The program be expanded to about twenty schools located
in various areas of the City; expansion beyond this
number should be done gradually

- A modified version of contract operation be applied
to a couple of the buildings mentioned above wherein
Board of Education employees operate the mechanical plant
and cleaning is done after hours by contract.
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BOARD OF EDUCATION OF THE CITY OF NEWYORK
DIVISION Cai SCHOOL BUILDINGS

OFFICE OF PLANT OPERATION ANDMAINTENANCE
BUREAU OF PLANT OPERATION

REPORT

ON

CONTRACT CUSTODIAL SERVICE

3.964 To 1976

HUGH MCLAREN JR.
Executive Director

ScNember 1976

RAYMOND G. HUDSON
Director

Bureau of Plant Operation
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CUSTODIAL SERVICE BY PRIVATE CCNTRACTOR

Fro,- about 1900 to 1953 there were two types of custodial operation inthe New York City schools; the direct and indirect systems. The indirectsystem furnishes a Civil Service Custodian with funds to staff the
building and in the direct system the Board of Education would staffthe building with Civil Service employees. In the mid-1940's the Boardmade a decision to phase out all direct system schools because.of highcosts and poor service. The last direct system school wmz converted
to the indirect system in 1953. For the next ten years there vas only
the one method of custodial operation in use. During this period therewere a number of surveys made by various consultants and investigators,all of whom recommended that the direct syetem be reinetated in a numberof schools as a comparison to the indirect syetem. In late 1963 the
Bureau of Plant Operation requested and received permission to place asmall number of schools under contract for custodial operation to
commercial cleaning and maintenance contractors to provide this compari-son.

Before preparing specificatione for custodial service, personnel of theBureau of Plant Operation consulted several of the larger cleaning
contractors, other City agencies that contracted for cleaning, the
General Services Administration and other school districts to disci=
the feasibility of contracting for full custodial services and the
problems that might be encountered. None of those contacted had had
any experience with contracting the full operation. Contractors were
doubtful about bidding such work on a fixed fee basis since the
unknowns such as snowfalls, extreme temperature drops, etc., might cut
into the net profit. The specification that woo developed provided the
same service that Custodians under the indirect syetem provided. This
would give a more accurate cost comparison than a specification that
provided more or less service.

Six schools and one administration building were selected for the first
specification. The schools were new buildings and the administration
building 'lam being returned to Board operation by the Department of Real
Estate. Poesible personnel problems or complaints by the union were
obviated by the use of theae buildings. Three of the schools were
located in an area where custodial operation wms difficUlt due to van-
tali= and a high density population. The other three were located in
an area that mild be considered suburban. The schools in each set
were in close proximity to each other. The contract %MA for a two year
period from October 1, 1964 to September 30, 1966.

Some of the better known companies such as Nationkl,and Allied submitted
bids on the first specification. Bids, however, varied Or as much as
300%. The Board of Education estimate and the range of bids is listed
for information.
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SCHOOL ESTIMATE BID RANGE

PS 57 Menhattan $35,913 $ 35,171 - $ 86,201
PS 83 Manhattan 34,032 30,237 - 81,796PS 96 Manhattan 33,480 30,237 81,796
PS 181 Queens 24,012 24,500 - 78,498
PS 195 Queens 21,972 24,500 - 78,496PS 225 Queens 29,822 30,237 - 78,496
49 Flatbuoh Ave Sxt 99,786 115,980 - 136,070

In succeeding bids a disturbing pattern became apparent. There mere
only one or two bidders on each building and the original contractor
wus always low bidder. Our attempts to increase competition by
inviting other responsible contractors to bid were negative. In 1971
a third contractor finally was low bidder on two schoole. This'resulted
in protests and disputes by the contractor who had held the previous
contracts. The bidding on the most recent contract (1976/77) was very
limited although a couple of buildings did change from one contractor
to another. To indicate how the same contractor retained certain
schools Allstate or Ctstodial Guidance as it is now known, has had the
contract for PS 57 Manhattan, PS 83 Manhattan and PS 96 Manhattan fram
October 1964 to the present date. Cuetodial Guidance also had PS 181
Queens, PS 195 Queens and PS 225 Queens from Ottober 1964 until the
service was discontinued at the request of the Community. School Boards.in
1973. Cbstodial Guidance also had JHS 45 Manhattan from Bay 1, 1965
until service WaS discontinued on June 30, 1975. Prudential Star had
49 Platbush Avenue Extension from October 1, 1964 until July 31, 1976
when Custodial Guidance underbid them. Praiential also had PS 157-
Manhattan from May 1, 1965 until the building Was closed in January
1976.

The number of buildings was expanded fram the original sdven to fourteen.
At present only six are under contract. PS 23 Brooklyn, PS 316 Brooklyn
and PS 126 Manhattan were returned to Board of Education custodial
service atter one contract period because of extremely poor service.
PS 181 Queens, PS 195 Queens, and PS 225 Queens were returned to Board
service at the request of the Community School Boards. PS 157 Manhattan
was shut down. JHS 45 Mahhettanums returned to Board service because
all activit7ums removed from the building after bids had been received
on the basis of 363 days per year operation. There was insufficient
time to revise the specifications and readvertise for bids.

It is difficat to make a true coat comparison between contract service
and the indirect system since it is impossible to determine hosts:inch a
Custodian might return as an excess. It nmst be remembered that in
schools like IS 70 Manhattan or IS 61 Queens, CUstodians couId return
a sizeable amount as an excess. However, based on no returns the
percentage above or below. Board of Education indirect system costs are
indicated herewith for several contracts.
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SCHOOL
SPEC #833
1964/65

SPEC #19
190169

SPEC #429
1973/74

SPEC #372
1973/76

PS 57 Manhattan
PS 83 Manhattan
PS 96 Manhattan
PS 181 Queens
PS 195 Queens
PS 225 Queens
Brooklyn Area Office

IS 70 Manhattan
IS 61 Queens

- 7%
as%. 10.2%

- 5%
+ 2.1%
- 47%
. 0.5%

3PC#91
1965/66

+ 4.9%
+ 5%
+ 5.2%
+ 8.4%
+ 20.4%
+ 21%
+ 15.3%

+ 3.6%
+ 3.5%

20%
- 19%
- 17%

+ 10.3%

- 24.5%
- 25%

+ 2.8%
+ 2.9%
+ 2.9%

10%

- 25%
- 25%

. 12,5%. 12.5%

Service by contractors is considered by the Bureau of Plant Operation
to be equivalent to that of a School Custodian in the lower half of
the average bracket. Cleaning is about average. Safety is below
average. The contractor's crew in susceptible to pressure from Principals
to padlock exits and avoid other safety precautions. Care of mechanical
equipment is far below average. Although it is difficult to pinpoint
the lack of care or make.comparlsons with other buildings, the equipment
in schools under contract does not receive the care that it does in'
buildings operated by Board Custodians. This is due in part to lack
of knoWledge, lack of interest and lack of time on the part of the
contractor's crew. 'The service rendered by a contractor is not a reflec-
tion of the company as a whole but rather of the man the contractor has
placed in charge of the building. The contractors have no set methods
or guides to use in the performance of their work. It depends on the
men in charge of the building. As an illustration a deduction was made
recently on the bill for one school for improper eleaning. Although
the specification had been Charged drastically the contractor had not
obtained a copy for the school crew. The contractor stated that he had
instructed the foreman to spot Clean walls, although the specification
required complete washing. The foreman stated that he had visited
several schools in the area to see what our Custodians were doing.
The foreman;Nas not aware of the requirements of the specification.
Although some of the irork was completed after the Supervisor recommended
the deduction, it was evident that some walls had not been touched,

One of the problems throughout the twelve years service-has been con,-
tracted has been the difficUlty of having a contract processed and
registered before the initial date Of the contract. Specification #572 -
1975/16 for the period July 1, 1976 to June 30, 1977 is typical. The
specification and cost estimates were submitted to the Bureau of the
Budget'in early February 1976. Approval to advertise for bids was not
received until the end of May 1976.
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The time limit on advertising bids precluded opening bids until mid-June1976. The bids were placed on the Board calendar for July, laid overto August because of a union protest and again laid over to September1976. The Budget Certificate necessary to register the contracts wasnot received until September 1976. Contracts were not completed andregistered until October. Since the two low bidders were not nee
contractors to the Board of Education, they took a chance and furnished
service without a contract for three and a half months. If a large
number of buildings had been involved contractors would not have had
the finances to take such a chance.

The comments of Principals and Community Superintendents both praise
and condemn contract service. Districts having contract schools were
requested to submit comments on the services rendered. The letters areattached for information. A misconception by the District is that the
extended use of the building does not cost anything. In some buildings
where continuing education programa were heavy the use of the building
was written into the basic specification, The cost of this extended
use was included in the bid price. Extended use in such cases, although
not free, does cost less than it does under the indirect system. IS 70
Mhnhattan and IS 61 Queens hwere this is written in are less than Board
of Education costs for simdlar service. However, 49 Flatbush Avenue
Extension which was used by Community College at night consistently cost
more than Board of Education service.

Before making any conclusions or recommendations the position of the
Custodians Union, Local 891, should be considered. Local 891 agreed to
placing several schools under contract custodial service in 1963 without
objection. However, a few years later the Union in negotiating a new
agreement objected strenuously to the continuation of contract schools.
At that time a letter was given to the Union stating that the Board did
not intend to expand the number of schools under contract at that time.
This letter was not renewed in the negotiations for the next agreement.
In the present demands the Union has demanded that the contract schools
be discontinued. With the closing of a number of schools this past
summer the Unicn has become more adamant in its stand to eliminate con-
tract custodial service.

c oNcLusIoNs
1. Cleaning is satisfactory as performed by Contractors.
2. Care of mechanical equipment and minor repairs are not done az well

as by Board Custodians.
3. Administrative paperwork from contract schoolz is poor.
4. Overall service in a contract school depends on the person Contractor

has in charge of the building, not on the Contractor.
5. Costs vary as compared to Board of Eduation operation from building

to building and year to year.
6. Cost of extended use under contract operation is less than under

Board of Education operation.
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7. The administrative load for Plant Operation personnel in a contractschool is much heavier than in a regular Board of Education school.B. The contract system is too rigid for normal operation. Suddenchanges in operation cannot be accommodated within reasonable costparameters.
9. Before any expansion of this program is undertaken assurances mustbe made by the Board of Education and the Bureau of The Budget thatprocedures necessary for approval and bidding of contracts will notbe delayed as they have been in the past.

RECOMMENDATIONS,
1. It is recommended that the private contract method of operation becontinued as a comparison to other methods of custodial operation.

2. It is recommended that the program be expanded to about twenty
schools located in various areas of the City. EXpansion beyondthis mmber should be done gradually.

3. It is recommended that a modified version of contract operation beapplied to a couple of the buildings mere.ioned in (2) above w#ereinBoard of Education employees operate the mechanical plant and*leaning is done after hours by contract.
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Mt. Raymond G. Hudson
Director
Bureau of Plant Operation
28-11 Bridge Plaza North
Long Island City, N.Y. 11101

Dear Mt. Hudson:

October 14, 1976

COMMUNITY
SUPERINTENDENT
Mr. Anthony Alvarado

SUPERINTENDENTE
COMUNAL

This is in response to your letter of September 17, 1976 regarding
an evaluation of the private contract system of custodial service.

The principals in our district with the private contract system
of custodial service differ in their opinions of the service.

Two principals are delighted to have the private contractors. Theyfeel that the service is superior to the regular custodial service.Minor repairs are handled expeditiously, and the services provided areabove contract specifications.

One principal considers the private contract system of custodial
service satisfactory. However, he complains that the custodian's
attitude is not always positive and he is not flexible.

The principal at J.H.S. 45 prefers Board of Education custodial
service to contract service. He feels that the private contractor
was only interested in providing a maintenance service. He has now
seen an upgrading on major repairs that should have been done tenyears ago. Under contract service there was no engineer on the
premises which sometimes resulted in interrupted services.

In my Jpinion, both contract and regular Board of Educationcustodial services are satisfactory. However, a major advantage inhaving the contract service is that we do not have to pay for the
extended use of school buildings. In addition to in-service courseswe have permitted community groups to use our schools without charge.Due to the severe budgetary constraints, we are forced to curtail our
activities after school hours. We will also have to deny community

BOARD OF EDUCATION
346 EAST 117th STREET/NEW YORK, NEW YORK 10035

(212) 860-5858 .
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groups the use of schools or charge them the opening fee.

I hope that this information will be helpful to you in preparingyour evaluation. If we can be of further service, please feel freeto contact me at 860-5894.

SW:rs

cc: Mr. McLaren Jr.
Lakritz

Mr. Hudson
Mr. Storm

y yours,

.t1.1

Shirley Walker
Deputy Superintendent
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VIRGINIA E..MORRISSEY
Executive Assistant

ANTHONY J. SPINA
Special Assistant

October 7, 1976

Trinuwathig Sdprd pishirt 24
ANTHONY J. SANFILIPPO. Cemmunily Superintendent

Mr. Raymond G. Hudson
Bureau of Plant Operation
Board of Education
28-11 Bridge Plaza North
Long Island City, N.Y. 11101

Dear Mr. Hudson:

MICHAELA J. vILHorn
Director of Curriculum

HERBERT GALLUS
Busineu Manager

Re your request for an evaluation of the private contract system of custodial
service at I.S.61, I would rate the service excellent in terms of the following
classifications:

1. General cleanliness of interior of building
2. General cleanliness of building exterior and outside areas
3. Heating and ventilation
4. Performance of minor repairs
5. Cooperativeness with Principal & teaching staff

In addition, I should like to quote direct1.7 frrm a letter written to me by
Mr. Cook, the Principal of I.S.61.

"I have been at I.S.61Q since January 1973 and we have had a private custodial
contract system all that time. I have found it to be far superior in cooper-
ation and in general performance than any other system I have seen since I
have been an administrator from 1963. Our custodian, Mr. Amalfitano, is a
superb worker and_l have not found one item I could complain about in the last
three and a half years that I have been principal."

I trust that this information will be of value to you.

Sincerely

Anthony po
Community Stpertjitendent

AJS:AM
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DISTRICT 27

COMMUNITY SCHOOL. BOARD 27
MRS. ARL2NE PICOONS, PRIAM:NT

OFFICE OF DISTRICT SUPERINTENDENT OF SCHOOLS
Pusuc SCHOOL 63

90-15 SUTTER AVINUE. OZONE PARK. N. Y. 11417

MARVIN R. AARON
ONTINCTSUMAINTMOIDIT

SepteMber 21, 1976

Mr. Raynoncl Hudson, Director
Division of School Buildings
28-11 Bridge Plaza North
Long Island City, New York 11101

Dear Mr. Hudson:

TELDPNONE 11415.2300

I am in receipt of your letter of SepteMber 17, 1976 regarding
an evaluation of the private coritract system of custodial service
formerly at P.S. 225, QUeens, Beach 110 Street and Rodkaway Beach
Boulevard, Rockaway Park, New York 11694.

This contract service operated in Community School District 27
approximately two years ago. My evaluation and that of the then
Supervisor of Custodians, Mr. Robert Fellows, can jointly be ex-
pressed in one word, "UNSATISFACTORY."

Please be advised that there are many letters of corresliondence
rrom Community School Board 27 and the District Superintendent con-
cerning our opinions of the private system. I am sure that Mr. McLaren
will share these letters with you.

If there are any further problems regarding this matter, please
feel free to communicate with me.

Thank you.for your cooperation.

MRA : j a

Yours verY trulY,

(1414.41,J

Marvin B. Aaron
District Superintendent
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NOWARO ROSENSTEIN
CONINUMITY I 'MINDEN?

BOARD OF EDUCATION crry OF NEW YORK
DIsrmIcT 29

221I0 JAMAICA AVENUE
QUEENS VILLAGE. N. Y. 11420

TM-SPHons, 740.1011

October 14, 1976

Mr. Raymond G. Hudson, Director
Bureau of Plant Operation
Board of Education
Division of School Buildings
28-11 Bridge Plaza North
Long Island City, N.Y. 1101

Dear Mr. Hudson:

In reply to your letter dated September 17, 1976, we feel theregular Board employees do an outstanding job, a much betterjob than the contractors. We are =Ira than pleased with thepresent custodial system at P.S. 181 and P.S. 195, and feelthey do a greater overall job.

The present _Board employees are much more receptive to theneeds of the children, teachers, parenta and community.
Superintendent and principals have a working relationship
with a resident custodian which we did not have with thecontractor. We do have more input with the present systemthrough our District Supervisor.

I do hope you are not considering going back to the con-tractors as we went through that before and would not likeit repeated.

HR:pch
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w d Rosenstein
Community Superintendent
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EDUCATIONAL PRIORITIES PANEL
RELEASE ON CUSTODIAL CARE IN
THE CITY SCHOOLS
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APPENDIX: 3 EDUCATIONAL PRIORITIES PANEL
RELEASE ON CUSTODIAL CARE IN
THE CITY SCHOOLS

The enclosed press release and fact sheets were used in connection with

a press conference held by the Educational Priorities Panel on custodial and

maintenance costs on July 20, 1976; copies of the material were sent to the

Deputy Chancellor's office that same day.

Many of the issues which were discussed by the Educational Priorities

Panel were being studied at that time by the Bureau of Plant Operation, and

the Project Management Unit of the Office of the Deputy Chancellor. This

Working Note discusses in depth some of the issues raised by the Educational

Priorities Panel.
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EDUCATIONAL PRIORITIES PANEL
Twelfth Floor 15 East 26th Street New York, N.Y. 10010 (212) 685-3563

He!en C. Hefler. Coordinatcr

FOR IMMEDIATE RELEASE: TUESDAY, JULY 20, 1476

CONTACT: STANLEY LITOW--686-3348

Despite the fiscal crisis facing the and its schools .the custodians

who maintain the city's 1020 school buildings are demanding revisions

new contract that would cost in excess of $72 million.
- - -

The figure is based on analyses by the technical staff of the

Educational-Priorities Panel-(EPP)-r-made public today-by the Panel.

in a

The increases, the Panel oointed out, would come on top of a current

annual outlay of $108 million and a contract that in the view of the Panel,

already involves-many questionable practices. The Panel called on the City

Council to hold public hearings on the overall question of custodial practiLes

and .costs in the schools.

Beyond earlier allegations that custodians profited unduly when assigned

to cover an extra school in the absence of the regular custodian and that they

hired members of their own families the Panel raised a series of.questions

about custodial practices and union demands in the current negotiations.

It pointed out that New York and Buffalo are the only cities in the state

- -

where school custodians operatein an indirect "entrepreneurial" system.

Aar.

Currently, New York's custodians are paid an allowance based primarily on the

size of the school. 'After outlays fat salaries and expenses, the custodians

are permitted to keep up to $31,000 as personal income. Those covering two schools

ERSHIP: AV; ance to-r" Chadrert ASPIRA of Hew York C;lizens Committee for Children The City Club of New York 0;y-wide
Con'rc' et at,on of Hlti School Parents Associations Community Courial of Greater New York Community Service Society League of
Women Voters New York Urban Coahtion Parents Action Committee for Children Public Education A.ssociation Cueensboro
Fedeva!ion of Parents Cubs cueens Lay Advocate Service Urban League United Parents Associalioqs Worneris Cly Club of New
York. inc.
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. PRESS RELEASE

EDUCATIONAL PRIORITIES PANEL
Twelfth Floor 0 15 East 26th Street New York, N.Y. 10010 (212) 685-3563

He!an C. Heller,Cocrdinalor

PRESS RELEASE--PAGE 2

can earn up to $62,000. Currently, 80 custodians have responsibility for

two schools.

The custodial union, Local 891 of the International Union of Operating .

Engineers, is demanding removal of.the $31,000 limit, a change

.which is estimated would cost $3 million annually.

In addition, the union is asking that the basis for computing

custodial fees be shifted from school size.to school category--elementary,

junior high, and high school. This, it iszestimated, -. would cost $12 million.

These and other demands, inthe.Panel's view, would add new "windfalls"

to what already appears to be an overly generous and highly questionable

custodial contract.

. The EPP statement pointed out, for example, that custodians can now purchase

capital equipment--vaccuum cleaners, floor sanders, froor waxers--out of.their

own maintenance allotments. The equipment becomes the custodian's personal

property, and there are no restrictions on its use for other-than-school purposes.

Custodians may also purchase jeeps for snow removal wiih 5/12 ths of purchase

price coming from the Board and custodians paying the difference on their own.

Personal use of the jeeps is unrestricted, and the vehicle is the property of the

custodian.

Custodians,the Panel charges, receive another windfall in payments for

maintenance of unused space in the schools. The average payment is roughly

$1.30 per square foot of total building space.

MEVBERSHIP. lance for Chitdren ASPIP.A of Nes York Citizens Comrnittee for Children The City Club of Herr York Cify-W;de
Cohfe.derat;on of ti.gh School Parents Associations Community Councl of Greater New York Community Service Society League of
Women Voters . New York Wzdfl Coalition Parents Action Committee for Children Public Education Association Cueensboro
Federation of Parents Clubs Oueens Lay Advocate Service Urban League United Parents Associations Women's City Club of New
York, Inc. 160
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Where space is unused, the payment is reduced, but Only by about 35 per

square foot, meaning that custodians receive nearly a dollar per square foot

for maintenance of unused space.

And, if the unused space in a school amounts to less.than 6,000 sqUare

. feet, the custodian is paid at the full rate.

In addition, the Panel questioned th,:: practice under which funds in excess

of the $31,000 income limit are retaiue-ri by the custodians until 60 days after

the close of the calendar year or leaving the job.

This meant that, last year, custodians had at their disposal $2.7 million

in excess payments, which they were free to place in income-bearing personal

bank accounts.
- .0

The Panel's statement also noted that the union is demanding elimination of

a stipulation in tkie current contract under which the Hoard of Education-and the

union were to study alternate means of providing custodial services in the

schools which might be more cost effective.

The Panel's statement urged the union and the Board of Education not to

abandon studies designed to uncover more cost effective ways of delivering

custodial services.

And the Panel objected strenuously to union demands that would make the

after-hours opening of schools for community use prohibitively expensive. Under

the existing fee structure man Y community groups have been effectively excluded

from the use of school building's, thus increasing their leasing of other suitable

Corr.rnifteti for ChildrenMEkt3ERSHIP: Alsance tor Children ASPIRA of New York Cilizeris The City Cub of Plea Yoe< Cify-Wde
Con!e:feraton of Kirp School Parents Associations Community Gouncl of Greater New York Commtmity Service Socey leagt:e of
Women Vcle,s New York Urban Coalition Parents Acton Comrrunee for GhrIdren Public Educe:on Assodat.on Oueensboro
Federation of Parents Cubs Oueens Lay Advocate Service Urban League United Parents A.ssodations Womeris Cty Cub of Hew
York, Inc_

1 6 1



EDUCATIONAL PRIORITIES PANEL
Twelfth Floor 15 East 26th Street New York, N.Y. 10010 (212) 685-3563

Heel C. HelICF. Coordir:afor

PRESS RELEASEPAGE 4

space. The Panel feels as if senior citizen groups, the Boy Scouts and Girl

Scouts and other community agencies should be encouraged to operate in the schools

with a reasonable use charge. Current union demands would significantly escalate

those after hours charges.

Details of the EPP analyses are provided in the enclosed fact sheets. -

The Educational Priorities Panel which includes 16 of the City's major parent,

education, and civic groups, was organized six months ago to mount a united

effort-to-analyze the Board of-Education spending patterns and recommend.a7budget

structure that puts the interests of children ahead of political or interest-

group priorities. Any savings identified in custodial costs...should, according to

the Panel, be put into classroom services for children.

Member organizations include: Alliance for Children, ASPIRA of New York,

Citizens Committee for Children of New York City, Inc., -The City Club of.New

York, City-Wide Confederation of High School Parents Associations, Community

Council of Greater New York, Community Service Society, League of Woman Voters,

-
New York Urban Coalition, New York Urban League, Parents Action Committee for

Education, Public Education Association, Queensboio Federation of Parents Clubs,

Queens Lay Advocate Service, United Parents Associations, and Women's City

Club of New York, Inc.

Staff work is coordinated by INTERFACE, a non-profit management-support

organization. Staff and operational dosts have been underwritten by a grant from

the Rockefeller Brothers Fund.

RaEV3E1SHIP A:fiance for Chitdren ASPIRA of New York Citizens Corrinitlee for Chddren The City C of New York City-Wide
CcrtfeJeraI on of Hgh School Parents Associations Comrnuniry Counof of Greater New York Communir Ser Nice Soo:0y League of
Worren Voters New York Urban Coalition Parents Ac.ion Commmee for Gkiren Pubfic Educafon Aszzdaton Cueensboro
Federation of Parents Clubs Oueens Lay Advocate Service Urban league United Parents Associations Worneris Cti Club of New
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Fact Sheet--Current Custodial Contract

1. Capital Ecuipment: Capital equipment (e.g. vacuum cleaners, floor
sanders, floor waxers) is purchased by the custodian with money from his allot-
ment for school maintenance. The equipment is the custodian's personal property.
The Board of Education says that this arrangement is chePper than retaining public
ownership of capital equipment because inventory and mairtenance costs are avoided.
But:

a) There are no restrictions on utilization of the equipment for
work outside of the schools.
b) Capital equipment may be depreciated and replaced in as little
as three years.

In addition, custodians may also purchase jeeps for snow removal with
5/12 ths of-the purchase price-coming from the Board and the custodians paying
the difference on their own. The cost of the snow plow and accompanying modi-
fication are paid by the Board. Personal use of the jeeps is unrestricted, and.
the ,rehicle is the property of the custodian. Once again, depreciation and re-.
placement may take place in as little as three years. Trade in value of the
vekOcle is taken into account when an allowance for a new jeep is approved.

2. Unused Space: The average cost of custodial service is approximatgly
$1.30 per square foot. When school space is unused, the charge for custodial
services goes down, but:

a) The charges are reduced by 35.6 per square foot, leaving nearly
one dollar per square foot in charges on unused space;
b) The reduction in charges on unused snace applies to amounts of.
over 6,000 square feet. Under that amount, the Board of Education
must pay full maintenance charges even though the rooms in question
are unused.

3. Custodial Personnel: Each custodian, acting in his "entrepreneurial"
rola, hires all the employees he needs to maintain his school building. But:

a) There are no restrictions on the hiring of members of the cus-
todian's family; -

b) There are no restrictions on the hiring of or minimal workloads
for clerical personnel (e.g. bookkeeper) on custodian's staff.

14EV9ERS4IP- Mance ter Crvidren ASPritA of Wow York Citizens Committee for Children The City Club of Mtn, York Oty-Viscle
Con:ederaaon Of High SClool Parents Assocrations Ccinrnumty Counc:1,-.! Greater Ner York Community Servtoo Society Lenuo of
Women Voters Now York Urbsn Costt,on Parents Action Committee lor Chadren Pubtic Ed 4catnn Association OLeent.boro
Federation of Prvisnts Clubs Oveons Lay Advocate Service Urban Len Le Unted Parents A:sot:el:one V.lcmen's Cdy Cu5 of New
York. Inc.
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4. Double Coverage: When a custodial vacancy occurs due to illness,
another custodian is aopointed, temporarily until a permanent appointment can
be made;

a) Custodians covering two schoola.are allowed to retain twice as
much--$62,000--as those covering one school (the actual earnings are
dependent on the sizes of the schools involved).
b) There are presently approximately 80 custodians doing double
coverage.

5. Excess Earnings: Monies received by custodians which are above the
amount which they are allowed to retain are labeled excess earnings. These
funds must be kept in a separate special bank,account in the custodian's name. But:

a) Custodians are allowed to keep the interest earned by these
overpayments while on deposit (FY '75 excess earnings amounted to
$2.7 million);
b) Exces-; earnings do not have to be returned to the Board of
Education until 60 days after the close of the calendar year or

_ _separation_from service.
c) Custodians are not required to account for these funds until
the time of the required annual refund.

6. Pensions:. Custodian's pensions are calculated on the basis of a
"Pension Salary for Pension Purposes Only" salary schedule, which is higher than
actual custodial salaries. The pension salary is equal to the maximum retained
earnings from day school services. The pension salary is calculated at this
level even if the custodian's income from these activities does not reach the
maximum.

7. A description of the Buffalo Indirect System: Buffalo has the only
other indirect custodial system in New York State. The system has 90 schools
89 of whiah are covered by the indirect method. The Board of Education in Buffalo
is satisfied with the system, as are the custodians. An outside study recommended
that all schools be placed under the indirect system. There are, however, impor-
tant differences between the two systems:

a) Buffalo's custodians are Civil Servict= salaried employees; they
do not derive their pay from a "retainage" of Board of Education
monies, as is the case in New York City; they are paid according to
a fixed salary schedule. Further, salaries are markedly lower in
Buffalo:

Maximum Pay for a 40 hour week:

Buffalo
New York City

$15,160.00
$26,312.00

The salary differential cannot be explained by general salary levels
in the two cities, as shown in the US Department of Labor figures
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for intermediate and higher level salaries for a family of four:

Buffalo New York City

Intermediate $16,283 $17,498

Higher $23,617 $27,071

Buffalo's system also provides more inexpensive coverage at the
lower end of the salary scale. Approximately Is of the schools in
the system are cared for by 2nd and 1st class custodians, whose
salaries reach a maximum of $11,069 and $12,934 respectively, for
a 40 hour week, while the maximum figure for those covering the
smallest schools in New York City is $17,931.

b) The custodians in Buffalo have much less control over their
operations than do their New York City counterparts. Hiring and
firing practices are monitored by the Buffalo Board of Education.
The Board enumerates the number employees which the custodian
may !lira, according to the size of the school.

c) Maintenance allowances are calaulated so that excess earnings
are non-existent.

d) Covering the breakfast program is included as part of the
custodian's normal duties.

There is one major similarity between the two systems: Capital
equipment is purchased with Board of Education money, and is owned and depreciatgd
by the custodian.

1 6 5
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Fact Sheet--Union Demands

A. Custodial allowances:

1. Change the basis for computing custodial allowances from the size
of the school to the'level of the school (Elementary, Jr. High,
High School) . Estimated cost: $13 million.

2. Removal of current $31,000 limit on net retained earnings. Estimated
cost: $3 million.

3. Increase in salaries established for pension purposes. Estimated
cost: $3 million.

4. Allowance for landscaped areas to be paid for at four times the current
paved area rate. Estimated cost: $10 million.

5. Payment for labor :Ln cafeteria/food areas to be calculated at time
and one-half. Estimated Cost: $3.4 million.

6. Premium Rate in day school schedule to be increased to time and one-
half for Saturday, Sunday, and Holidays. Estimated cost: $5 million.

B. Access:

1. Cut current required attendance from the period 8am to 5pm to the
period from 8am to 4pm. In conjunction, custodial services for day
school activities are confined to services rendered between 8:40am and =

3pm. Activities taking place outside these hours are subject to
extra activity fees. Estimated cost: $3 million.

2. Payment for providing building access to contractors and mechanics
on Saturday, Sunday, holidays, or prior to Ham or after 4pm on any
other day at a rate of $42.33 per hour (present rate: $10 per hour)
with a minimum of four hours. This results in a fee of $169.32 per
access.

C. Controls

1. Elimination and re-negotiation of Rules and Regulations on custodial
service requirements.

m2. Elimination of review of iscellaneous expenditures.

MEI.ISEPSHIP Altianco tor Children ASPIRA of New York atiz311.1 Committee for Children The City Club of New York Clyo trade
Confeditracn of School Parents Assol:0ns Community Council of Greater New York Community ServIce Society League of
Wi:Irron Voters New York Urban Ccetitisn Parents Acticn Committee tor Children PuttliC Education Association OL.eertsboro
FeCe.ratxn of Parents Clt.t-s Queens Lay otthoca'e Service Urban Lege United Parents Associations %%Omen's City Cub of New
YOrk, Inc.
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3. Eliminate wage regulations for personnel hired by the
custodians.

D. Miscellaneous Terms

1. The elimination of any Board of Education studies pertaining to"
improved custodial services and methods of operation including use
of the "direct system" and "independent contract system".

2. ,The newly proposed agreement is to be a one-year contract.

1 (i 7
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APPENDIX: 4 THREE YEAR COMPARISION OF
APPROPRIATIONS AND EXPEN-
DITURES FOR 74/75-75/76-
76/77 FISCAL PERIODS

The material contained in this appendix was extracted from a report*

prepared by the Office of Budget Operations and Review. The information pre-

sented explains the composition and amounts of budgeted and expended monies

for custodial services. The detail data relates specifically to custodial

allocations alone, within the Bureau of Plant Operation, and Identifies the

programs expending the funds (both Personal Service mories and Other Than

Personal Service monies). Two items referred to In the report should be

clarified:

- The AB report is a financial report prepared by the
Division of Business and Administration; It brings to-
gether the latest available condition of the Board of
Education budget and the latest available information
on expenditures. The AB report is the key management
control renort available to the Board of Education

- Function 30-32021, Extended Use of School Buildings,
provides funds for extra activity in the schools after
the close of the normal day school activity.

*The "Three Year Comparison of Custodial Appropriations and expenditures for
74/75-75/76-76/77 Fiscal Periods" was prepared for the Office of the Deputy
Chancellor on October 19, 1976.
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THREE YEAR COMPARISON OF EXPENDITURES
AND APPROPRIATIONS FOR CUSTODIAL PROGRAM

Attached are charts with detailed data on the Custodial Program
for the past three fiscal years.

Fiscal Year 1974-75
.(a) All custodial operations, before taking required accruals

into consideration, were in deficit by $2,765,977. The
accruals that were not met accounted for a further deficit
of $3,754,448 for a total deficit (excluding expenditures
controlled by the districts) of $6,520,425.

(b) The school districts ran a deficit in Personal Service of
$218,175 and a deficit of $17,451 in Other Than Personal
Service but took in $678,683 in fees for extended use of
schpol buildings for a district net surplus of $443,057.

(c) The overall custodial costs resulted in a deficit of
$6,077,368.

(d) Ihe budgeted amount for FY 74/75 increased by $12,22,334.
An increase of $13,951,659 was due to collective bargaining
increases, with other mcdifying action repreeenting decreases
of $1,699,325.

Fiscal Year 1975-76

(a) Expenditures were based on the AB report of June 1976 plus
estimated costs from unrecorded payrolls supplied by the
Office of Business Administration. Actual Personal Service
costs will not be available until we receive the August 1976
AB report which will be ready in the middle of September 1976.

(b) The projected total deficit for the year is expected to be
$9,191,322 which includes an accrual of $4,874,585 and excess
expenditures of $4,316,737. These totals are exclusive of
the district deficit of $389,340 which could be reduced by
an increase in fees as yet unreported.

(c) The budgeted amo c for 1975-76 increased by a net
$6,536,046 resulting from collective bargaining increase of
$8,719,731 and an increase of $5,255,356 to meet anticipated
deficit and an increase of $873,561 by various modification
adjus ments all increases offset.: by d.tcrease of $4,015,800
for central staff cuts and decrease of $4,296,607 resulting
from district rescheduling of custodial funds for extended
use.

(d) The increase from the final budget of FY 1974-75 to the final
budget of FY 1975-76 was $6,776,826.

170
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Fiscal Year 1976-77

The budget for 1976-77 has decreased by $6,141,551 from the
final budget for FY 1975-76 because the $5,255,356 additional
funds provided for 1975-76 not carried over to 1976-77 and other
reductions. The net decrease may be further decreased by the
.districts when the district schedulization takes place for
function 30-32021 - Extended Use of School Buildings. This
should be available in early October 1976.
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TWEE-YEAR sil,,KARY

Fiseal Adopted final Modified (197('/77)Yerr Podvet Rudynft Frrev.,Itover SurplusMfleit
1974/75 565,332,842 S 97,565,176(*) $12,252,334 $103,6o2,544 $(-) 6,077,3e$1975/7h 97,825,956 104,362.002(*) 4 (se) 6,536,046 113,042,ho4 (-) 9,5'),662197o/77 98,005,345 . $ 95,220,451 (as) 215,106 Unnvoilable Uuarrtlable

1975/76
0* 1976/77

Budgeted Incre4se over 1974175 $ 6,776,826 : increase 6.91
budgeted De from 1975176 $(-)6,141,551 1 doe ***** (-)5.9:

FISCAL YEAR 1974/75

. Adopted Budget Final Budget
EM-5001 E1-322 Change Expenditures

Surplus:or
Deficit-

Program/Function

5-32021 $ 22,902,678 $ 26,543,335 $ 3,640,657 $ 29,740,041 $(-) 3,196,7066-11001 1,777,900 (-) 1,777,500 - -6-32021 4,436,163 5,433,135 996,972 2,365,424 3,067,7116-Accruals (-) 3,754,448 (-) 3,754,448 - - (-) 3,754,44831-32021. 53,238,693 62,587,721 9,349,028 65,224,703 (-) 2,636,98230-32021 6 731 856 6 775 433 43 577 6 332 376 443 057

Total $ 85.332442 $ 97.585,176 12,252,334 $ 103,662,544 $(-) 6,077,368

budget for Custodial Costs vas modified as follows:

Ell 14 Transfer to Mandatory and Essential Costs $(-) 500,000EN 26 Cost for New School Hulloing Headquarters 218,850
GM '34, 137, 157 Coll. Bargaining & Labor Relations Increases 13,951,659
EM 115, 257, 316 District Schedulizatione . (-) 1,256,732Di 55 . Central Reduction in Support Services (-) 247,000

Other Transfers 85 557
Total $ 12,252,334

FISCAL TEAR 1975/76

Adopted Budget
EM-05

'Inal Budget
EM-229 Chaos. .

Expenditures
AB 6 76

Surplus or
Deficit

rsogratlaune. too

5-32021 $ 26,263,335 $ 28,482,242 5 2,218,907 $ 31,047,445 $(-) 2,565.2036-11001
(Lamp Sum Cust. Serv.) 2,264,023 (-) 2,264,023

6-32021 5,266,613 6,511,142 1,244,529 4,174,416 2,336,72631-32021 62,587,721 71.309,848 8,722,127 71,163,679 146,16930-32021 6,318,849 2,933,355 (-) 3,385,494 3,322,695 (-) 389,3406 4 31 Accruals (-) 4,874,585 (-) 4,874,585 - (-) 4,874,585
$ 109,708,235 $(-) 5,346,233

Encumbrance Currently
Unassigned 4 234 429 (-1,4,234,429

Total $ 97,825,956 $ 104,362,002 $ 6,536,046 $ 113,942,664 $(-) 9,580,662

budget for Custodial Costs wore modified am follows:

Eli 14 District Carryover $ 436,365
EH 23 Schedule of original budeet cuts (-) 4,015,800
EM 92 Dictrict Schedulization (-) 4,296,802
EX 122 Schedule of Collective Bargaining Increase 8,719,731
EM 202 Modification to cover deficit 5 255 356

FISCAL TEAR 1976/77

Program/Function

5-32021
6-11001
6-32021
31-.32021

30-32021

Sub-Total
Other Adjustments

Total

Adopted Budget
EM-05

$ 25,470,150
250,073

5,162,315
64,449.925
2 672 882

Total $ 98,005.345

$ 6,098,850
437196

6,536,046

Modified Budget
EH-33

$ 25,479,585
250,073

5,367,414
64,450,497
2 67i 882

$ .9,435

205,099
572

$ 98,220,451 S 215,106

ludgrt far Custodial Costa modified as follovs:

rx 17 Adju.tment for split rates
1.2t 10 Carryor FY-1976
KM 33 r..thy relly Asnomment

$ 7,964
204,175

Total laILLA

172



Y1SCAL 'MR 1974-1475

Adopted Budget Final Budget Pseendtture All
Prossos/F:mcttoo lieo or Code Iltlo or PescriptIon rm-sool p21-327 g,,,,c 7/7n gutpltoPefie

5-22021 L. 1341, 1344
L. 1342, 1345

Code 741
Code 744
Code 169
Code 330

Custodian
Non-Custodial

PS - Sub Total

Unemployment /nsurance
Welfare Penefits
Building 4 Maintenance
Instructional Equipment

5 18,036,568
1 161 000

$ 21,272,760
1,255,625

5 22,365,462
1.104,628

$(-) 1.092.70
150 a8

$ 19.197,569

$ 59,000
910,530

-

$ 22,528,385

$ 19,000
955,940

-

$ 23,470,100

$ 9,581
1,024,416

735
83

$(-) 941,71

$ 49,4
(-) 68.47
(-) 73
(-)

Coda 400 Contractual Services 290 (-)..._ 2

OTPS - Sub Total $ 969,530 $ 1,014,949 5 1,035.105 $(-) 20.1

Sub Total (Without Extended Use) $ 20,167,098 $ 23.543.325 5 24,505,205 $(.) 961,8
L. 1342. Extended thie of School Buildings 280 3 000 010 5,234,836 (-) 2.234,8

Program Total

----1.1212

$ 22,901,678 $ 26,543,335 $ 29,740,041 $(..) 3,196,7

6-11001 L. 53 Lump Sum Custodial Services 5 1,777,900

6-32021 L. 801,807 Custodian $ 3,564,729 $ 4,334,376 $ 1,606,574 $ 2,727,8
L 803-805,810,811 Son-Custodial 280 742 339 469 237 498 101.9

PS - Sub Total
----......-

4'
(Without Extended Use) $ 3,845,471 5 4,673,845 $ 1,844,072 $ 2,829.7

Code 400 Contractual Services $ 222,000 $ 202,000 5 239,013 $(-) 32.0
Code 741 Alnemploymenc Insurance 7,800 7,800 7,8
Code 742 Disability Benefits 40,000 200,000 183,616 16,3
Code 744 Welfare Benefits 110,650 147,700 129,201 18,6
Code 301 Office Furniture - .. 173 (.3 1
Code 408 Repairs - ... 9 224 (..) 9,2

OTPS - Sub Total $ 380,450 5 557,500 5 561,227 $(..). 3.2

Function Sub-Total
(Without Extended Use) $ 4,225,921 $ 5,231,345 5 2,405,299 $ 2,826,0

L. 802 Extended ",e of School Buildings 210 242 201 790 (7) 19.175 241.6

Function Total $ 4,1,36,163 $ 5,433,135 $ 2,365,42( $ 3,067,7

Program Total $ 6,214,063 $ 5,433,135 5 2,365,424 $ 3,067,7

31-32021 /- 2401,2403 Custodian $ 49,255,835 $ 57,931,636 $ 61,638,413 $(-) 3.204.2
L. 2402 Non-Custodial 106 163 . 112 650 111 461 1.1

PS - Sub Total $ 49,361,998 $ 58,046,486 $ 61,749,884 $(-) 3.203.3

Code 400 Contractual Services $ 1,034,000 $. 1,004,000 $ 24,017 $ 979,9
Code 741 Unemployment Insurance 169,200 259,200 259,200 -
Code 744 Welfare Benefits 2,673,495 3,278,035 3,132,441 145,5
Code 100 Supplies 4 Materials - . 9 (-)
Code 130 Instructional Supplies - - (-) 14
Code 169 Building 4 Maintenance 2,071 (-) 2.0
Code 300 Equipment - General 9,442 (-) 9,4
Code 301 Office 7urniture 6,373 (-) 6,3
Coda 330 Instructional Equipment (-) 90
Code 408 Repairs - 84,263 (-) 84,2
Code 412 Rental of Miscellaneous Equipment 1 061 (-) 1

OTPS - Sub Total 5 3,876,695 5 4,541,235 $ 3.518,773 5 1,022,4

Function Sub-Total 5 53,238,693 $ 62,587,721 $ 65,268,657 5(-) 2,680,9

Extended Use of School Buildings - PS 445,885 $(-) 445,8
Code 950 fees for Service (-) 4119,839 489 8

Extended Use - Sub Total $(-) 42.954 $ 43,9

Program Total 5 53,238,693 5 62,587,721 5 65,224,703 5(-) 2.636.9

' cross To,m1 Programa 5. 6 and 31 - Custodial Co.,[1, 1 92,155,414 $ 94,164,191 5 97,330,168 5(-) 7,765,9
Loss Accrualn Program 6 (-) 1,74,V.1 (-) 7,73442448 (-) 1,7n4,4

Net Total - Programs 5. 6, ond 11 5 7R,660,1116 5 90,5(19,743 5 97,130,16R 5(-) 6,520,4
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rrOVI./FunrriOn 11ne or Cod

FISCAL TFAR 1974-1o75

Title or rericrlytton
/Wood Midget Fin31 nudger Fxpenditure AR

rm-sool E71 -112 gezert 2f7t, Sur lua/De( t

30-32021 L. 2501 Extended Cae of Schcol Buildings $ 6,731,6 $ 6,775,433 $ 6,979,716 $(-) 204,Other Personal Service
13 690 (-1 13 8

PS - Sub Total , $ 6,731,956 $ 6,775,433 $ 6,993,606 $(-) 218,1

Code 100 Supplies and Isteriels
$ sooCode 130 Instructional Supplies

809Cods 169 Building i Maintenance
467Cods 300 Equipment
249Cods 337 Textbooks

() 544Code 403 Office Services
13,381Code 406 Repairs

539Code 703 Rent.
1,750Code 950 fees fot Services

(-) 676,683

OTPS - Tub Total
6(-) 661,232

Program Total $ 6,731,656 $ 6,775,433 $ 6,312,376

Grand Total 3 85,332.642 $ 97,585,176 $ 103,662,544

SIMART OF BUDGET MCDITTCATTON

Progrem/Function
Adopted Budget

EN-5001
Final Budget

E21-322 Change

5-32021 3 22,902,678 3 20043,335 5 3,640,6574-11001 1.777,900 -
("") 1.777,9006-32021 4,416,163 5,433,135 996,9726-Accruals (-) 3,154,448 (-) 3,754,448 -31-32021 53,238,693 62,587,771 9,349,02830-32021 6,711,656 6,775,433 43,577

Total $ 85,332,842 $ 97,585,176 5 12,252,334

Budget fot Custodial Costs wee modified es follow':

EH 14 Transfer to Mandatori and Essential Costs
EN 26 Costs for gtai School Building Readquarters
EN 34,137,157 Coll. Bargaining 6 Labor Relations Increases
EM 115.257,316 District Schedulizations
EN 55 Central Reduction in Supporc Services

Other Transfers

1 7 1

$(-) 500,000
218,850

13,951,659
(-) 1,256,732
(-) 247,000

/5,557

Total $ 17,252,334

$ 661,2

$ 443,0

$(-) 6,077,1



ProcramfF,,nct1cn 1.1no or Code

5-32021 L. 1341,1344 Custodian

L. 1343.1345

CU81110141. CP%111

YISCAL YVAN 1975-1976

Tttla or Dvserixtton

Non-Custodial
PS - Sub Total

(without Extended Use)

Code 741 Unemployment Insurance

Code 744 welfare Benefits

Code 400 lontractual Services

OTpS - Sub Total

Sub-Total
(!lithout Extended Use)

L. 1342 EScended U70 of School Buildings

Code 950 TOO, for Stffleell

Extended Use Total

Program Total

6-11001 L. 59 Lump Sum Custodial Service

6-32021 L. 801,807
L. 803-805,810.811

Coda 400
Coda 741
Coda 742
Coda 744
Code 109
Coda 100
Code 408

Custodian
Non-Cuscodial

PS - Su', Total
(achou:: Extendod Use)

Contractual Service
Unemployment /nsurance '.

Disability Benefits
Welfare Benefits
Fuel
Equipment - General
Impairs

°vs - sub Total

Sub-Total
Cathout Extended Use)

L. 802 Extended Use of School Buildings

31-32021 L. 2401,2403
L. 2402

Code 400
Code 741
Code 744
Code 100
Code 130
Code 169
Code :.08

Code 423

L. 902
Coda 150

Custodian
Non,Cuatodial

Function Total

Program Total

PS Sub Total

Contractual Service
Unemployment Insurance
Welfare Benefits
Supplies 4 Material.
Instructional Supplies
814114kng & Maintenance

Repairs
Rest, Light and Power

OTPS Sub Total

runtt1on Sub-Total
Extended Use of School Buildings
Fees for Services

Sub-Total .

Oxtendsd une of Sch. Bldr.s.

Program Total

Adopted 8104. t
1,1_,conc

F1nA1 Pudger Frpetlditure AB
Ner..rt SorrI"./Puffelt

$ 20,832.760 $ 22.923,530 3 24.416.947 $(..) 1,493,417

1 245 625 1 166 470 1 0-0 452 06 019

$ 22,078,385 5 24,090.000 $ 25,437,399 SC-) 1,307,399

$ 59,000 3 59,000 59,000

1,115,940 1,435.970 1.249.380 486,590

350 (-) 350

$ 1,174,940 $ 1.494,970 $ 1,249.730 $ 245,140

$ 23,253,325 $ 25.584,970 $ 26,737,129 $(-) 1,152,159

$ 3,010,010 $ 2.897,272 $ 4,396,260 $(-) 1,499,008

I-) 85,964 (15,964

$ 3,010.010 $ 2.897,272 $ 4,310,316 $(-) 1,413,044

$ 26,263,335 $ 28,482,242 $ 31,047,445 U.-) 2,565,203

$ 2.264,023

3 4,334076 $ 5,308,617 $ 3,606,416 $ 1,702,201

338 569 315 374 229 885 85 489

$ 4.672,945 $ 5,623,991 $ 3,836,301 $ 1,787,690

$ 222,000 $ 272,000 $ 160,221 $ 111,779,

7,800 7,800 - 7,800

40,000 360,000 65,949 294,051'1

147,700
-

73,675
-

87,882
3,646 -) 14Z(- 1

.
- 2,929 (-) 2,929

- 247 (-) 247:
....

5 417,500 5 713,475 $ 320,874 $ 392,603Z

5 5,090,446 $ 6,337,466 $ 4,157,175 $ 2,180,291

176 168 173 676 17 241 156 435

$ 5,266,613 5 6,511,142 $ 4,174,416 5 2,336,726

5 7,530,636 $ 6,511,142 f 4,174,416 5 2,336,72

$ 57,933,636 $ 66,045,156 $ 6' 152,470 S(.-). 1,107,314

112 850 120 000 113 915 6,085

$ 58,046,486 $ 66,165,156 $ 67,266,385 $(-) 1.101,229

9 1.004,000 S 65d,041 $ 525,958 5 124,073

259,200 259,200 467,148 (-1 207,948

3,278,035 4,235,451 3,071.663 1,163,786

- 205 (-) 205

- - 323 (-) 323

98 (-) 98

(-) 32 32

(-) 3,992 3,991

$ 4,541.235 5 5,144,692 5 4,051,381 5 1,083,31

02,587,771 S 71,309,848 $ 71,327,766 $(-) 17,91

- 106 C.-) 10

- (.!) 154,193 164,19
------- ---

- (-) 164,087 164,08

5 62.587.721 5 .1-109.946 $ ;1.163.579 $ 146.16



Adopcei So4ec (InAl Iludgec Exproditure ARrrnsron/Vonetton Hoc or Co.lo TItla or Orlgrrtprton
Rororr t. n Sotplom/Peftet

30-32021

Cair 741
Cod. 742
Code 744

L. 2501

Code 330
Code 403
Code 703
Code 950

0ross Total rrograma 5. 6.

Accrual Programs 6 6 31

Estimated Encurl.rnnces not included in AN Report
Custodial (0E 112 & PE 202)
Nora-Custodial (OE :OS)
Extended Use (DE 113)

PS Not Included

Unemployment Insurance
Disability Benefits
Welfare Benefits

OTPS Not Included

Total Encumbrances

Net Total Programa 5. 6 end 31

Extended Use

instructional Equipment
Office Services
Rents
Fees for Services

OTPS Total

Grose Program Total
Encumbrance Not Included (DE 113)

Net Program 30 Total

Grand Total

31 $ v6,381,692

(-)4,874,535

.5106,303,23:

(-)4.874.5"

$106,3$5,540

5 1,517,000
30,000

343 COO

1,890,000

5 700,000
294,051

1 350 378

$ 2,344,429

4,234,429

$ 91,507,107 $101.428,647 $110,619,969

$ 1,318,849 $ 2,933,355

.

-.

.

..

$ 3,418,438

$ 7,026

55,842
1,000

(-) 392,61'

5(...) 328,743

$ 6.318,849 $ 2.933,155 $ 3,089,695
233 COO

5 6,318,849 $ 2,933,355 $ 3,322,695

$ 97.825,956 3104,362,002 5113,942,664

SUMMARY OF BUDGET MODIFICAT/ON

Program/?unction
Adopted Budget

Di 05
Final Budget

EY 229

5.-32021 5 26,263,335 $ 28,482,242 5(+) 2,218.907
6-11001(Lump Sum Cult. S. 2,264,023 - (-) 2,264.02'6-31021 5,266.613 6,511,142 (+) 1,244,52931-32021 62,587.721 71.309.848 (+) 8,722,12730-32021 64180369 2,933.355 (-) 3,385,4946 i 31 Accruals (-)4,874.585 (-)4,374,585

-

Total S 97,825,956 $104,362,002 $ 6,53,046

Budget for Custodial Coats were modified as follows:

GM 9 Diarict Carryover $(0 .06,365
EX 23 Schedule of original budget cuts (-)4,015,800
EN 92 District Schedulitation (-)4,296,802
EK 122 Schedule of Collective Bargaining Increase (4)3,719,731
DI 202 Modi2ication to cover deficit (05,255,256

Sub-To41 5 6,098,450
Ocher Adjustment's 437,196

T:tal 5 6,136,046

1975/76 Owlgeted Increnne over
1974/75 56,776,47,6

% Increnme 6.92

176

$(-) 02,30

(-) 4,874,58

V.-) 1.517.00
(-) 30,00
(-) 343,0

5(-) 1,690.0

$(-) 700.00
(-) 294,05

1 350 37

5(-) 2,344,429

SC-) 4,234,429

$(-) 9,191,322

SC-) 485,083

$(-) 7,026
(-) 55,842
(-) 1,000

392 611.

328,743

$(-) 156,340
(-) 213,000

51-) 389,340;

$(-) 9,580,662



111.ILAIL,

lire or CoA Title nr Vencri,tlon

A.topted

Rudy,et
FM-S

Modified

1`.1-11

$19.623.688

-2...""C-fiL4

EM 11 of

ChAn'le

5-32021 L. 1341.1344
L. 1343

.Custodion

Non-Custodial
$19,623.488 f

6 4v° E4-17

PS Sub-Total

--1.1.iaerA

$21,027,908 $21.034,376 $ 6,468

Code 741 Unemplo:ement Insurarce $ 59.000 $ 59,000 $
Code 744 welfera Benefits 1 435 970 1 435 Q70

OTPS Sub-Total $ 1,494970 $ 1.494,970

Sub-Total Without Extended Vse $22.522,878 $22.529.346 $ 6,468
L. 1342 Extended Use of School Buildings 2,947.272 2_,21239 2 967 E4-33

Program Total $25.470,150 $25,479.585 $ 9,435

SU.001. L. 5 Lump Sum C4st3dial Service $ 250.073 $ 250,073 $

4-32021 L. 801,807 Custodial $ 4.157,815 $ 4,157,815 $
L. 8123-803,810011 Non-Custodial 321 524 322 448 924 EN-17

PS Sub-Total $ 4,479,539 $ 4,460.263 $ 924

Cods 400 Custodial Service $ 272,000 $ 272.000 $ -
Cod. 741 Unewn`oyment Insurance' 7,800 7,800 -
Code 742 Disat:1ity Insurance 40.000 360,000 320.000 EM-30
Code 744 Welfare' Benefits 189 500 /3 67, EM-30

OTPS Sub-Total $ 509,500 $ 713,475

.(-5115,825

$ 204.175

Tuu.ctiot Total Without Extended Usa $ 4.988,63S $ 5,193,738 $ 205,099
t. 802 5mrand Use of School Buildings 173 676

Punction Total $ 5,162,315

.1.71a
$ 5067,414 $ 205.099

program Total $ 5.412,388 $ 5,617.487 $ 205.099

=.111=9110EMILM MIM
31-32021 L. 2401.2403 Custodial $59,076,983 09,076,983 $ -

I.. 2402 Non-Custodial 123 250 . 123 822 572 EM-17

PS Sub-Total $59,200,233 $59.200,805 $ 572

Coda 400 Custodial Service $ 755,041 $ 755.061 $
Code 741 Unemployment Insurance 259,200 259.200
Code 744 VeLfar., tenellts 4 235 451 4 235 451

, OTPS Sub-Total $ 3,249,692

--1.--e--

$ 5,249,692 $

Program Tstal $64,449,925 564.450,497 $ 572

Total Programs 5. 6 and 31 $9$,552,465 $95,547069 $ 215,106

20-12021 L. 2501 Tietended Use of School Buildings $ 2,672,882 $ 2,672,882 $

Grand Total $98.005,345 $98,220,451 $ 215.106
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SmmAgs: or mtocrr mowFICA1Tos

Prost-dm/Function
klopted 1;u.iget

FM-5
nriffied ftt.11ce

r1.-13

5-32021 $ 25,470,150 S 25,479,545

-11.1LZ_

$ 9,435
6-11001 250,073 250,073
6-32021 5,162,315 5,367,414 05,099

31-32021 64,449,925 64,450,497 572
30-32021 2,672,882 2,672,892

-
Total $ 98,005,345 $ 99,220,451 $215,106

Kudgec for Custodial Coats modifiet as follows:

E4,17 Adjustment for split rates
4=30 Carryover FY-1976

KM,33 Kathy K011y Assessment

3 7,964
204,175

2 967

Tots1 3215.106

Decrease FY-1976/77 from 1915/76 (-)$6.141,551
( -) 5.9%

1 7 8



APPEND I X: 5

BUREN,: OF PLANT -OPERAT ION C I RCULARS
NOS. I I , 22, and 26
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APPENDIX: 5 BUREAU OF PLANT OPERATION CIRCULARS
NOS. II, 22, and 26

The Bureau of Plant Operation Circulars Nos. II, 22, and 26, copies

of which are enclosed In this appendix, were released by the Bureau of

Plant Operation under the direction of Mr. Hudson, Director, on December 2,

1975, April 6, 1976 and July 22, 1976, respectively. These circulars, as

discussed in the introductory letter of Mr. Hudson on the following page,

describe new custodial service policies necessitated by budget cuts for

fiscal year 1976-1977. Specific frequencies of cleaning, mopping, etc.,

are presented. Copies of these circulars were sent to all Community School

District Superintendents.

1 80



BOARD OF ED'...:CAnON OF TrIE CI7 f Q :EW YORK

DiVISION OF SChOOL BUILDINGS
23-1 1 BR iDGE PLAZA NORM

LONC ISLAND CITY. N Y 1 1 1 01
TfLarrION. ies 77 I

HIji4 ?4,.LA P J..,
I w T yr. ON,(C,7R

OrICC Or ,.-t. NCe. ANO c E. r;ON
9ER.N.A.R1 L.8,<AtrZ.

URC.0 OF
YERSEAT RfCrOve

SURZ.I.a OF oPcx47:04
IllAYMOND G. HUDSON. otegc-roa

olattc-roa or S7.1,1,
CHARLES FRANC-ZSCANI,

iA. 7.Aecrord Luria

Ca=4 Sucerizatendent - District #

zdvaeg 337
Sca Cberz7
New Tor's, NEI* ZiX)C2

Dear Lurios

orrIce Jr OCIPCN *NO CONSTRUCTION
JAMES. F. FOUHY. ourecrom

surtrAo or TICSION
RALPH A. DI MARTINO. imeitc-rer
talltE.AU Or CONSTRUCTION
ALPHEO H. TURECAMO. otsagerove

IDUREAU OP NOOCIINIZATION Ai40 SCONSTRUCTION
JOSEPH A. MAY. JR. oini.c.-Tort

0037 26* 2.976

-

1

It is with extreme regret that I mllst curtail'custodial service in ail cur
ings. Sudget cuts and services that were not funded left a gap of approximately

-..;)

$12,5CG,CCO between the budget expenditures. I am sure you can understand why
service cuts are necessary.

In shor-.., the redl.:otion in service amounts to cleaning classrooms, offices, al.d
other zuc h spacezi every other day. Waste receptacles will be emptied daily.
The ce,-,eria and toilet rooms will be cleaned daily. Outside areas will be
cleaned three times a week. Windows will be washed once a year. I am enclosing
cop-ces cf Plant Cperation Circvlars 411, e221 and #26 which give the detailL of
the se-vice reductions. S5n4lar service reductions have been in force in LOS
Angeles Schools for several years.

: am rivzttnl--.- you:- cooperation in impressing on teachers and students the
nr:cess:_ty fcr in disposing of trash and v;aste. If refuse is deposited

ra:e:;zacles ra:71..er than thrown at the receptacle the building will retrain
f_n a 7.:1'cla 2cnclitLon. Wit:: your cooteration I hope to be able to =pewit%
an unaasle ci.-uatfon until funts are once again available to provide full

Youy

Exe8uiive Director
Divisirm of School Buildingo

- - a ,-; 7
T. s.P.

a. C7'..:ford District File

1 S 1



MA= OY ECOCATICH OF THE CILT OF NEW ::SX
DI7OSIG4 C? SCPOCI. 3.17j..1MCS

OFFICM C7 PLANT CM17::N AAD !IAL1T31ANCS
E.:32.2AU U2.17ATTCN

December 2, 1975

PLANT OFE2A77.= c=tzaJa NC. 11 - 1975/76

NCTS: All Circulare are to be kept in a pernsaguit file

TO SCF4CL CUSTCDIAN rsanrm,s AND SCiCCL CUSTODIANS

1. ESMOCT:= C? ammil ...3aric3 IND 172.....e-11=3

It is recretted that due to Ulm extreei budget crisis it will be
necessar7 to redume the scrvice required in cafeterlav and consequent17 the monetary
gllowance for such service affect le December 12, 197.

The reduction in aervice willhe changing the requirement for two =Plats scrchbirge
per week to ens sartbbing per 100444 The change in compensation for this reductima
will be:

MX =NWT= $ 6,515= TO $5;090.00
ISPHS/HS.ANICL 9;162.00 611=0
MGR SCHOOL 11,198.00 8,144.00

The service requirement:: in cafatariae/lunchroome effective December
12, 1975 will be:

CLFSTMULLTDCSALTLWANCE

Fb.r moving chaire anctfor benches immediately after the final lunah period each day
in order to.eneble the custodial force to perform ail the Cuetodianim required dutias
and to scrub the entire floor area of the caleteriailunohrocci arta once each wrek and
to spot mcp epillages daily during the lubch periods.

Elementary Sahoola $5;090.00
Junior High, Intarnediate and High School Annexed 6;71a.a0
High 3chools 8,144.00

2, COMMLEATTai EIPMT P.O. #1

The Campemaatian 2t (P.C. #7) for the period November 28 thralgh
December 25, 197, ==at be ;mt. in t:7,5 mall an Lecerber 1975 tm the Custodial Par-.
roll Section, 63 Court Strtrlt, Bre4k17n 11201., fcr= =ust be preparesi dtm-ing
the early part of Januar; 19751 if Czmoeneatimn Emportm ar, delarsd the whole r..ro-
cess is held up. It im moct 1...wtiint that the Compensation Rsporta be placed in the
mail an December 24, 1975.

3; CCYFENSATTC472?CRIS

. The &data-see to ..ftich tha original =77 of the Ccnpanmation :import
MC. ill =Lot be im:

Custodial
Bureau of Nac-Prdago&lo Ccroatian
Hom.. of :tucatten
65 Court Ztrect
E'cok17n, Han.c Ter

1 S 2



W-ARD OF ELCCATICN CF THE CITT OF NEW TC2X
DI7:SICN OF SChCCL Eirr..=ZS

CF:FICS CF FLANT C.77.2A7CN ANO 3127.171NANCS
C? FLANT CFt1ATICN

April 6, 1976

PLANT OPERATICN CIRCULAR NO. 22 - 1975/76

NOT3: All Circulars are to be kept in a permanent file

TO =COL CUSTMIAN ENGINEERS AND SCHOCL CUSTODIANS

1. REDUCTICN IN SEW/CE

It is regretted that the budget crisia necessitates the implementatibn
of service reductions effective April 16, 1976 az outlined in Item 1 of Plant Operation
Circ-alAr #19 1975/76.

3ffective April 16, 1976 paragraph 4.4 - Window Cleaning of the Cuato-
jia1 Rules will be amended to read:

The Ctetodian shall be responsible for keeping the windows
glean in his building. The windage threughout the exterior
and interior shall be cleaned duritg the =car recess in
the period August 15 to September 14. Interior glass
except transcms shall be cleaned at least once each month
during school terms.

=active April 16, 1976 the follzo.ing paragraphs of the Custodial:balms
will be amended to read:

4.3.1 - Paved Areae
The Custodian shall have all playgrcunda, sidewalks,
courts, etc., swept NOrday, Wednesday and Priday.
If hose conrectinns aze available they shall he fluehed
when necessary except during those periods when use of
a hose i restricted by law, ncomtmances or ha=rdous
material will be removed from paved areas whene-.1r
neceeeary.

4.3.2 - Unpaved Ar,a..rt

Unpaved areas such a. ;::.171.rommde, pass plots, shrubbery
and tree areas shall cleared or papers, debris, etc.,
on Menday, Wednesday aild Friday. Hazardous-material
will be removed wbanever necesaar7.

4.3.4 Snow and Ice Removal
(a) Sidewalks amd Steps

Paths five feet vide shall be cleared of snow on the
public sidewalk to all entrances to th:-. .echool

building at least a half hotr befora sesions start.
Paths five feet wide shall then be cleared on side-
wall$s adjacent to school building and c -4 curb in
front of L'Ain entrance.

Within four hours after the snow ceases t.. I1 (the
time between 9 i:/ and 7 A.:( mmt included) az provided
b7 the Cods of the City of i 7ork, all snow shall
be removed from tha sidewans.

Sd, elmm sadust, cr asr..3.9 zha.C. be 2rinklec upon
oidewaLcs ..mere they az..3 in a J1A-r-,ler7 ocndition.
Salt shall be teed :n fire eswres or drairz. A
outply of salt and :and snail be %sot cn hand
dtring tht meason.
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?LANT C?EaATICN BzJL.R ;c. 22 - 1975/76, cc=".
RI:=IC% 5E7.71"v

(b)*PlAygrcunde
The Castellon shalt start clearing snow frtm the

playground as soon az the clearing of sidewalks

is completed. Cnly thcee yarie on which exits

open teed be cleared. Outer yardz ehoald he closed

off until the snow melts. Ths snow' in those yards

that mmot be cleared to provide exit shall be

piled in the most favorable location for working,

melting and draining.

April 6, 1,7-7t;

For your information, to determine the effect this reduction in service

will have on your annual compenoation
multiply your floor area in thouoand equare

feet by $6.30. This will be the annual deduotion for window cleaning. NUltiply the

dollar amount for paved area by 40A and thio will be the reduction for paved area.

As an exmmple:

Floor Area 41 M $35,461.99 Lees $ 278.80

Elementary Lunchroom 5,090.00

Paved Area 27 M 5,191.70 Lees 2,076.68

Premium 2,06548

$47,808.77 $2,355.48

DEDUCTICH 2,355.48

NEW CRCSS COMEi'LSATION $45,453.29

2. VERCENCT CALLS CN SHCPS

School Cuotodiar.e are net to phone the shops directly for emergency

vice. All cal,' for such service will be directed to :nor Supervisor or the Area

Manager.

3. Lituit-g. OATS

The "NommiL" degree days,
the degree days for last year and the degree

for the ctu-rent heating season for the months indicatel follows:

Norm:. 197075 1975476

Mhy 118 165 86

June 9 27 U.

July 0 1 0

August 0 0 0

September 30 59 62

October 233 333 192

November 540 502 387

December 9C2 789 898

January 985 852 1163

Febraary 885 812 723

March 760 764 630

TOTAL 4453 43C4 5152



CF =CAT:ON C? 7142 IT CF W !tax
sz.m. BUI'LDler,O

c:FIcz cle FLINT CPERATICN AND YAIN7ENANCE
BUREAU OF PLANT OFEBATICN

June 22, 1976

PUNT CFERATICN CZRCULAR O. 26 1975/76

NOM All Circular-2 are to be kept in a permanent file

TO SChGCL CUSTCDIAN ENGINE:OS AND SCHOOL CUSTODIANS

1. °MtiCTICII Li myra
Bodget cuts for fis6.1 1976/77 require reductions in custodial eervice

so that the Bereau remains within the budget allotted. It is with extreme regret that
these reductions are made.

To permit an orderly termination of any or your empleyees who will be
declared in excess, the service reductions will be effective July 1, 1976. So that
notice and vacation obligaticne may be completed the reduction in compensation for
these lerrice cuts will be effective August 6, 1976.

Effective July 1, 1976 ihe following paragraphs of the °Custodial Rules"
will be amended to read:

4.1.3 Time or Meanies
The Custodian shall see that all rocmz, entries, corridors, stairway's,

etc., are cleaned every other school day after the close or the regular school session
and 1/2 hour before the start or the se3sion in the morning or the next school day.
A. waete receptacles throughout the build:L:1g -.dill be eeptied daily and the trash
removed. With the concurrence of the Principal any areas axy be cleaned during the
school da- When there are evezing activities, the apace to te uaed ahail be "picked
up" before or after the evening session as coeditionz warrant.

Surreeder of Spaces to Custodian
In elementary schools clazsrocme muzt be !Liade available to the Cuetoelar

for cleaning not later than one half hour after the close a the sessinn.

Vacation Prcgrace
The Custodian shall thoroughly tlean his school building before the

o;enirg of schools in September each year, and aleo clean the building during the
Christmas and Easter recess periods. These cleanup., shall include:

Summer Cnly
a. Washing of glared brick and tile walla.
4. Dueting
c. Dusting or imdcw cheese and blirda.
d. Washing of wells, basboarde, waineceting, doors, frames, sills,

sash and all painted and varniehed surface,.
e. Washing of furniture.
f. Wiping or picture eoldimg and the front and backs sf pictures.
g. Emqtying, washing dowl aed cleLning the Lnterior of eater storage

tanks. Inepecting Leterior cf tsnk for necessaey renaire and
reporting savs.

All 7acation Periode
a. Scrubbing of floore in zrtziee, halle, coeridore,

and other aetae czretis.e. b7 echzel At C:Irizt=a3

Eastse r.c7ing i2 permizcfb12.



MAW CPTILTICX CIMCULIM no. zs 1975/76, =man Jam 22, 1976

117.1-C-....= 7= Cuat!...-htsd

4.2 Indeor Claaning
4.2.1 School .5p,ces

(a) Clasareoes

Claaarocas shall be cleaned every othe echodl day b7
sweepings 1",:ast mopping or vaceemimg Fermiture,
cableets, window 5i1:13 and mculdirs and tr-ma =der and cm
blackboardj shall also be dusted. Waste receptacles will
bm emptied daily. Sins and dzir;eing foirrtaLns lacated
im classroom will be claaned daily.

Cece a moth door kneba and metal ahalk trombe will be
wombed. Doors, wells, top of wardrebes sed cibinets and
woodwork shall be cleaned ecnthl7. Glass in doors,
cabinets and bookcases will be cleanedmontatly..

Three tines a year dnring Chrietess, &Ater and summer .

vacation claserocnilecne wail be napped or scrubbed.
Derimg summer eacation period ail furniture, wcodwork,
walla, lightimg fixtures and lighting filter' glauummare
will be limbed. Walls, ceilings, pictures, and window
&admit will be dusted.

(b) Offinee and Libreria&
The Primoipalle Office and al other offices or rooms used
for office, or library panximes shall be eleaned in the
sane manner se classroom. £11 office ftirriti=s and equip..
cent shall be duated and cleaned every other sehoal daor.
bags and carnets shall be cleamwd every other schmil daor.

Speen:L.11=ms
Special porpoes rocas, such aS kinder:tartans, hnemeakteg
and reams for harAicapped children, than be cleaned in
the same imomras claserocas except that facers Shill be
mopped or scrubbed once every other week and the furniture
washed once every other:north or as neemsarro

(d) Shope and Laboratories
Shope shall be cleaned every other school dazr. This clean,-
ing shall consist of cleaning Mears. Other r10,21.11,-g
operatic= shall be the same an for classrooms. Waste
receptacles and trade waste receptacles will be enptied
daily.

(e) Tai lata
Tailat flocre ahall be nepped at least once a day, scrubbed
cncs a meek :Ind mopped tweeesary to 'Amp them dr7 and
cleans Urinals, bowls, toilat seata and flushcostar handlas
ehaIl be washed and.thsairagh17 alsaned each day aftar achool
missions. Pencilmarnm, fingerprinte, etd., anwalls and
partiticts ahall be alsaned off at frequent intervalz.
Cheeses rAmterim or =hall be rimoved ae con az
discevered. Toilet paper holder= shall be kept stppliad
with toilet paper.

(a)

(r) Ehower Ras.=
lacers :hall be mbpped clean at ltaat once a day arA =rubbed
once a week. alls of mum and etalls chsil be vashed down
dail7. Door har-re and .2%cwer bath harass shall be
washed riail7. The .?ntire rucm including upper 'Aw2.i3, and
lihting fixtures small be -.a..fned three times a :ear curamg
Christmas, :Aster an.l. 5unmer vs:attar.

2 '"
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Locker Zoe= shall be 'tberoughly clearu4 every other
school dey.

!h) Vestibule.
Veatibules stall be swept or mopped daily and scrubbed
every other week. In rainy or anowy weather or any time
when dirt la being tracked into the building vestibule.ft
shall be mopped az necessary to keep them dry and clean.
Perforated eats shall be used in the vestibule provided
they do not create a trippieg hazard.

(i) Corridors
Corridors shell be swept Aey other school day.. In rainy
or snowy weather or at other times when dirt is being
tracked into the bee:adieu; they should be cleaned frequently.
Rubber runnerz may be used nn the ground floor corridors.

Corridor floorz of cement, terrazzo, marble, etc., shoal
be mopped is required. Ploore covered with linoleum,
rubber tile, cork tile, or asphalt tile shall be dry
mopped every other school day and washed and waxed az necee.
sexy.

Coreidorwalla shall be cleaned ance every other-week br
dusting. Mazim, pictures, etc., shill be %gulled off wham
discovered. Light shades and globes shall be al/Jared one,
a year. Coors, door knobs and handrails shall be wazhoe
ance a month.

Stair Halls
Stairways and stair hallz shaabe swept once every other
school day. .They shall be cleaned and washed at frequent
intervals. LAM;3 and light fixtures shall be kept dusted
and cleaned by weehing once a year.

(k) Auditorium andCbemazium
The auditoritm and gymnassium shall be cleaned every other
school day. Special equipollent, sumh az footlights, curteinz,
ate., shall be kept clean. Generally cleaning operationz
stall be the same as clazertems.

(1) Swimming Pools
The Custodian shall keep the water in the pool clean and
clear. At ail times when pool is in use, it should be
clear enough that a siX inch black disc an a white back-
greund is clearly vis±ble on the bottcm at the deepest
point, at a diatance of ten yards. The surface shall
kept clear of scum and floatirg matter. Viaible dirt,
etc., an hat= and walla or pool shall be removed daily
with suction cleaner, or by other apprimned methods.

The floor or the natatori= springboards, platforms, etc.,
shall be dry copped after the morning seesion, and mopped
once each day and ecrubbed once a week. The tile work of
walla shall be waehed hand high, once each school day. the
entire roam and equinment, the-la:ding side walls, lighting
fixturee, ate., shall be washed three times a year during
the Chrietnae, Easter and slx.mer vacetionz.

3.B. (zaj also 11:11d,tr isa= 5,6.7 in tnese »tass and asg..C.1-

tiona for thio:.--ina'cicn of -,..ater, oleanire of fi.lsart,
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Carsterla
The Cafsteria shall be cleaned each day atter use in thesame wooer as clam:rooms. The Custodiaawill be responsible for placing chairs or benches on the tables tofacilitate his zweeping

The Custodiaail,rill aino spotmop spillages during the da1171unch perioda. Once eachweek the entire floor area of the cafeteria/lunchroom
will be scrubbed.

Cleaning during vacation peri=dabe the same as for classrooms.

The Custodian shall remove and prosptly incinerate orotherwise displace of garbage and refuse. Storage ofvirtue within tbe school overnight is to be avoided, ifpossible. Containers are to be returned to the areasfrom whioh they were removed.-

(n) tanchrcces, Other Food Eating Areaa and Kitchens
Seme ae for cafeterias

preceding except Cuetodiats shaIlonly Uteri:114%4 clean kitchens during the summer vacationperiod.

(o) Playrooms
mayrocies shall be swept

immediately after the lunchperiod. Otherwise same ae for classrooms.

Far your itioroetiao, to detarsdste the impact thie reduction in service:will have an your annual
campensatian, ap.=eccbrate floor area rates to be effectiveAugust 6, 1976 are listed. It will be necesaary to interpolate for floor areASbetween those listed. Appramimate rates ars being furnished so that you may Planahead. As soon an the final rates have been determined they will he furnished toyou. To get yoar spte

grace compensation uee the TV card mailed you for theApril 12, 1976 change in schedule and apply the new floor area rates.

Ft= MA
!UTE

1
10
20

60
so

120
140
2.60

LSO
2iX)

220

260
Z90
3C0
320
340
360
360
400
420
440
440
420
:CC
591.

$ 24,432
17,646
21,159
28,177
40,749
49,981
57,363
65,078
72,495
82,058
95,187
2=535
110,003
117,437
120,596
139,4C0
151,.593

161,494
168,400
175Arl
182,5C8
289,589
200,223
208,819
217,993
225,937

277;6.33

:w...A.2.= :R.

.17.3VIti'!ft 17,!..rIctcr

c: Zcol

I S8
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JCB DESCRIPTION FOR SCHOOL CUSTODIAN
ANC SCHOOL CUSTODIAN ENGINEER
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PPENDIX: 6 JOE DESCRIPTION FOR SCHCOL CUSTODIAN
AND SCHOOL CUSTODIAN ENGINEER

Az a civil service employee of the Board of Education the ctistodian

must qualify fc, either of the following civil service titles:

- School CUstodfan - in a building with low pressure boilers.

- School Custodian Engineer - in a building with high pressure boilers.

These civil service titles are unique to the Boa-d of Education and are

"ungraded," that is, there are no salary ranges established for titles.

The job descriptions provided in this appendix were obtained from the

Division of Personnel o ths Board of Education; the descriptions were

retyped for visual clarity.



SCHOOL CUSTODIAN

Gerera! Stater-ant of DLties ard Resbonsibi-lities

Unter generai servision, supervises and is responsible for the physical oper-
ation, maintena,Ice, repair, and custodial uokeeb and care of a public school
building and its 1-mediate grounds; perforr-s related work.

Exarple of Typicul Tasks

Supervises, plans and is responsible for the work nf the custodial and mainten-
ance staff.

Heats building by means of ;ow pressure boilers.

Makes minor repairs to steam plant, heating equipment, electrical equipment,
plumbing, struct:re, glazing and furniture.

Supervises cleaning of the building and grounds.

Is responsible fL.- maintaining the buiiding and grounds in a safe secure and
sanitary condition.

Conducts inspection of bu.iding to determine needed repairs.

Consults with and adv:ses officials on problems of operation, maintenance and
repairs.

Sets up the work schedules to insure maximum efficiency and minimum interfer-
ence with classroom activities.

Requisitions and accounts for custodial and maintenance materials, tools and
supplies.

Maintains records .:nd prepares required reprts of plant operations.

Hires appropriate personnel; t7ains or arranges for their training.

For hi d personnel, prepares payrolls and personnel forms, pays wages, and
provides Workmen's Compensation Insurance.

Qualification Recuirements

I. Three (3) years satisfactory practical experience in cleaning, operating and
maintaining building structures and grounds, and their related mechanical
and electrical equipment, one (I) year of which must have been in resronsible
charge of a building comparable to school buildings supervised by Custodians
in the Department of Education; or

2. A satisfactory equivalent.

Direct Lines cf Promotion

From: None

8.12.6a

To: School Custodian Engineer C91620)
(incum:ents to be eligible must
have a valid Stationary Engineer's
License issued by the City of New
York)

1 9



THE UNGRADED SFRVICE CODE NO. 91620

SCHOOL CUSTODIAN ENGINEER

General Statement of Duties and Responsibilities

Under general supervision, supervises and Is responsible for the physical
operation, maintenance, repair, and custodial upkeep and care of a public
school building and its immediate grounds; performs'related work.

Examples of Typical Tasks

Supervises, plans and is responsible for the work of the custodial and
maintenance staff.

Operates and is responsible for all electrical and mechanical equipment and
systems including air conditioning, heating, ventilation, refrigeration, water
supply and sewage systems, electric elevators and elevator equipment, automatic
signal systems, electrical generating plants, filtration plants, and cleaning
equipment.

Makes minor repairs.

Supervises cleaning of the building and grounds.

Is responsible for maintaining the building and grounds In a"safe, secure and
sanitary condition.

Conducts inspection of building to determine needed reparrs.

Consults with and advises officials on problems of operation, maintenance and
repairs.

Sets up the work schedulls to insure maximum efficiency and minimum interference
with classroom activities.

Requisitions and accounts tor custodial and maintenance materials, tools and
supplies.

Maintains records and prepares required reports of plant operations.

Hires appropriate personnel; trains or arranges for their training.

Rbr hired personnel, prepares payrolls and personnel forms, pays wages, and
provides Workmen's Compensation insurance.

Qualification Requirements

Possession of a valid High Pressure Boiler Operating Engineer license issued by
-the New York City Department of Building,plus either:

I. Five years of fulltime paid experience In the supervision of cleaning,
operating, heating and maintaining building structures and grounds, and
their related mechanical and electrical equipment; or

Page 1 of 2
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THE UNGRADED SERVICE CODE NO. 91620

L.-i0OL CUSTODIAN ENGINEER (Continued)

Qualification Requirements (Continued)

2. A satisfactory equivalent.

Direct Lines of Promotion

From: School Custodian To: District Supervisor of School Custodians
(80406) (80436)

R.5.9.73 Page 2 of 2
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AVERAGE CUSTODIAN COMPENSATION
INCLUDING FRINGE BENEFITS 1970 - 1975

CUSTODIAN FRINGE BENEFITS AS A
PERCENT OF AVERAGE ANNUAL EARNINGS 1970 - 1975



APPENDIX: 7 AVERAGE CUSTODIAN COMPENSATION
INCLUDING FRINGE BENEFITS 1970 - 1975

CUSTODIAN FRINGE BENEFITS AS A -

PERCENT OF AVERAGE ANNUAL EARNINGS 1970 - 1975

The costs of custodial fringe benefits to the Board of Education

and the trend of these costs from 1970 - 1975 are shown in the enclosed

tables; brief summary statements on the key points extracted from these

tables are also included. Both the tables and summary statements were

extracted from an unpublished report prepared by the Office of Labor

Relations and Collective Bargaining in April, 1976.

195



AVERAGE CUSTODIAN COMPENSATION

INCLUDING FRINGE BENEFITS

1970 TO 1975

TOTAL

COMPENSATION

EARNINGS

OM excess)

TOTAL

FRINGE BENEFITS PENSION

SOCIAL

SECURITY

UNION

WELFARE MEDICAL

1975 $ 30,054 $ 24,511 $ 5,543 $ 3,933 $ 814 $ 340 $ 456

1974 27,111 23,530 3,581 2,208 686 237 450

1973 25,908 22,273 3,635 2,209 702 281 443

1972 21,745 18,775 2,960 1,891 524 135 410

1971 21,547 18,657 2,890 1,848 530 130 382

1970 20,977 18,676 2,301 1,382 478
,

126 315

% Increase

19701975 43.3 31.2 140.9 185.0 70.3 169,8 44,8

Total custodian compensation averaged $30,054 in 1975. Of this total, $24,511 represented earnings and $5,543 were payments
made for fringe benefits

Total compensatioi increased 43.3% during 1970-1975, averaging 7.5% over the year

Over the past 6 years, fringe benefit payments outpaced the rise in earnings by 4.5 times, increasing 140.9% as against the
comparable rise of 31.2% in net income,

96



CUSTODIAN FRINGE BENEFITS

AS A PERCENT OF AVERAGE ANNUAL EARNINGS

1970 TO 1975

RCENT OF EARNINGS1.10...1m=1..............
TOTAL

FRINGE BENEFITS PENSION

SOCIAL

SECURITY

UNION

WELFARE MEDICAL11 IMMIN11.

1975 22.6 16,0 33 1.4 1.9

1974 15,2 9,4 2.9 1,0 1.9

1973 16.3 9.8 3.2 1.3 2,0

1972 15,8 10.1 2.8 0,7 2,2

1971 15.4 9.9 2,8 0.7 2,0

1970 12.4 7.4 2,6 0,7 1.7

Payments for fringe benefits as a percentage of and in addition to, average earnings have been

trending upwards from 1970 to .975. In 1970, fringe benefits accounted for only 12.4% of
earnings, climbing to 22.6% by 1975

In addition to earnings, contributions for pensions alone in 1975 represented 16.0% of income.

i98 199



APPEND I X: 8

RAT I NG OF CUSTOD 1 AL SERV ICES
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APPENDIX: B RATING OF CUSTODIAL SERVICES

The memoranda presented in this section construct the history of

the Custodial Rating System. In keeping with the concept of decentrali-

zation an attempt was made by the Board of Education to have rhe Community

Superintendents or High School Borough Superintendents rate the custodians in

consultation with the Principals and the District Supervisors of Custodians.

The three letters included in thls appendix discuss some of the early pro-

blems the Board of Education had with implementation of the rating system;

the rating system never came about because of a court action by Local 891

in September, 1975. At present, transfers of custodians to other school

assignments are beLed on ratings received from the District Supervisors

of Custodians; ratings by the users of custodial services are not specif-

ically taken into account.

A copy of Chapter IV of the Manual for District Supervisor of

Custodians Is included. What is particularly interesting is item 4.1.1

which states the purposes and significance of evaluating these services.
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BCARD Q UCTIN CF Crrr CF
DIVIS:1:1; CF SCHX.L

OFFICE CF CEF.RATIGN
BIJR.E:AU CF Plat..NT CFLaATICN

Ser,teMber 4, 1974

TO: Mr, Hugh Rctaren, Jr.

FROM: : Mr. Raymond G. fil.dscn

SU3.17CT:. Custod4,1 R,ting R-!corts

I have nct received all the Custodial Rating Reports for the third period of 1973-174 but I. have been going over th: reports fram one district. If these are a 5p/e of what tne others art like our transfer plan -41ich has been a nodel of honestyand fairness and which has been the spur to zaintain a high quality of service isia serious trouble.
-

There was no consultation on the ratings. The principals assigned the retinasand the Su7erirltendent signed thes4 The few extrehely low ratic;s hurt only thnindividual they are assigned to but the very high onee hurt everybody in ths syston.A high rating gives one ran an edre over eTeryone else. As an example- of the way =the ratings went in this district I am listing some of the ones that are out orline:

School
Supervisors

Ratin7,
Supeiin_endente

Ratirm92

46
75
85.5

95
100

_61 86 81
43 82

.59.8123 84
78129 81 85133 75 85154 82
95 '156 85.5 80201 86.5
98,5

"lly 14 ratings were received for 25 echcols.

I would like to use the Supervirors ratings for transfer until the *bugs* areworked out of the Superintendents.

G.

Director
Bureau of Plant OperationFCH/I:f

V-. Martin
Mr. Austin
File 202



HUGH 141-.LA ZN. JR
tACV.SIVIE 011.v:fort

BOAROOf EDUCATION OF THE CIITY0f:keV;:ialtiZ
--.r+Dr\ 7!.',!ON OF SCHOOL:- BUIL.DINGS

2u-11 BRIDGE PLAZA NORTH
LONG ISLAND CITY.'41-

Pil 3 35tEtzrHoM 3a t -117 1 1

September 12, 1974

TO: Dr. Bernard R. Gifford, Deputy Chancellor

FROn: Hugh McLaren, Jr.

SUBjECT: Custodial Rating Reports

Attached is a memorandum to me from Mr. Hudson which I feel is
self explanatory.

Exactly what we feared has happened. Years ago the numerical
marking by the principals as given up, due to the fact that
it was almost impossible to take any action against the custodian,due to the high ratings given by the principals. T.,erefore, wereverted to the satisfactory or unsatisfactory report. It was
intended-that the superintendents should rate the custodians, butit would be done in consultation with the custodial supervisors.It would appear that this has not been done.

Therefore, I would approval to use the supervisors ratings
until such time as ae superintendents ratings can be brought inline. I know that in some districts the superintendents have workedwith the supervisors. These irresponsible higii marks given by other
superintendents will hurt everyone with a fairly high mark who was
marked objectively.

liMci/cs

Attached:

cc: Mr. Hudson
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EIOARD OF EDUCATION
OF THE CITY OF NEW YORK

110 LIVINGSTON STREET

BROGALTN. N.Y. 11201

aERNARO R. GIFFORD
EirouTT ONANcELLOR

MEMORANDUM

TO: Mr. Irving Anker
Chancellor

FROM: Bernard R. Gifford
Deputy Chancellor

RE: Gustodial Rating Reports

September 2u, 1974

Ne. MID ON.

Mr. McLaren has indicated dissatisfaction wjth the current practice con-
cerning ratings of custodians. He feels that in many instances community
superintendents are not rating custodians in consultation with custodial
supervisors and that this will materially affect the custodial rating

"plan.

He has requested permission to use his supervisors' ratings for transfer
purposes until there is greater uniformity among the superintendents. Be-
fore approval is granted, I feel the matter should be discussed at the
Oeober meeting of all superintendents.

BRG:md

bcc: Mr. H. McLaren



BOARD CF EMICATION CF THE cm OF NEWYORK
DIVISICN OF SCHCOL BUILDINGS

OFFICE OF PLANT OFERATICN AND MAINTENANCE
.9UBEAU OF FLAP!: OFERATICN

28-11 BRIDGE ?LAZA NORTH - IONG ISLAND CITY, NE',-4-YORK 1/101

- 'TO: Community Superintendents and High School Borough Superintendents

FROM: Eugh McLaren Jr.

CUEjECT: Circular P3 - 1973/74 Item 4
- Ratin of Custodial Services

The Chancellor's Special Circular #73 - 1973/74 Item 4 states:

"The Custodial Service Rating Form (PO #20) is to be completed by the
Community Superintereant or High School Borough Superintendent, in,
consultation with-the Principal and the District Supervisor of
Custollans.".

Co that thie directive may be implemented properly., the Chancellor has directed
me to insue an e:tplanation of the use of the Custodial Service Rating and the
fa:tors that :71ust be considered in assigning ratings.

Th3 Custodial Service Rating ham two (2) main purroses. Cne is to determine that
the Board is receiving the service it is laying for and the other is to evaluate
the Custodian for transfer. There are other uses such as indicating to the
Custodian the areas In Trihich he muat improve his service. This is dene by rota-
tiona on the reverse of the rating form.

Each rating period begins immediately after one of the major cleaning pericds;
nristrlas, Easter and summer vacation and extende tO the beginning of the next
plriod. In actual practice the period covered la from the last rating assigned
to the date of the current rating. This is necessary because it takes from a
half dz.:7 in a small building to more than a day in a large building to inspect
an: check cut the conditions of custodial service.

It is the custodian's efforts and management expertise that is being rated.
Therefore, there are numerous variables that must be coneidered. I am attaching
a cc:::7 of Chaster IV of the !ranual for District Supervisor of School Custodianz

wlainiq the variables and the basie for assigning ratings. It is most
imporns..r..t that all ratings be assigned on the same basis.

203
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lic4 School Borom7h Superintendents - 2 - December 30, 1974

The Chlncellor has directed that the ratings be done in consultation with the
District Supe:-vieor and Prir.cioals. I am certain that you do not have the tize
to check out each building frcm cellnr to roof with the Custodian and so :ray I
suggest that towards the end of each rating period you sit dam with the District
Supervisor and zo over his evaluation of the Custodian's service and at the same
time compare this with the Principal's rating for the period made on FO Form d1.1.

If the Custodian protests the rating assa 177 you the protest will be made to
the Borcurgh Supervisor of Custodians as for in the Transfer Plan. He
will confr with you in an attemct tc .he protest. If no aRreement is
reached the protest will be directed .ctor of Plant Operation. The
Director may -4-efer the appeal to the App.!_. _;e::mittee established by the Transfer
Plan. In any event the decision or the Director is final. It might be oointed
out, however, that the Director's decisions have been taken into caurt on occasion
and reversed by jdic1al action.

1'r:2:NS

Enclosure: Chapter IV
cc: Mr. Anker

Dr. Gifford
Mr. Hudson
File

HUGH MdUREN JR.
Executive Director

Division of School lauildings

2 ti
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CHAPTER IV

Rating Custodians for Transfers

Custodial Service Ratings

4.1.1. Purpose and Si-rnificanse cf Evaluatim,, Service
In any business, management must evaluate the quantity and
quality of eah employee's performance. An evaluation
that shows performance is poor indicates a need for fur-
ther training and mere intense supervision. When further
evaluations report continued poor performance they provide
a justifiable basis for Business Managers to disc4rge em-
ployees, since they eitheI not care or are not a2nptable
to the type of ,Jaent, (...--)od ratings indicate the em-
ployees who s. co for premotion. Custe,li;e1

service ratings serve the same purpose as industry!s.per-
formance ratinirs. Although school plant operation is not
a profi making.business, it is big business costing over
$32,CCO,000 annually. Poor performance by custodial em-
ployees results in criticism from pedagogs and the public,
increased costs, untidy schools, etc.

7:
.

4 :

4.1.2 Ratimzs and the Transfer Plan
In.order that_service ratings may be employed to advance
employees who are doing creditable jobs over the employees
doing barely passable jobs the "Transfer Plan" was devised.
The Plan has Proven advantageous to both thecustodians
and the Board-since it has advanced the competent and will-
ing workers. It has had some disadvantages, however, in
that.it has caused some supervisors and some custodians to
forget that performance evaluation is the main reason for
service ratings, not custodial transfers. In some cases
supervisors have been reluctant to downgrade poor perfcrm-
ance because of its effect on transfers and in other cases
custodians have managai their buildings largely with trans-
fers in mind. Such custodians produce excellent jobs if 1

they intend to move, contrasted to a midioci-e ones if they
intend to remain in the same buildings for a lengthy pe-
riod.

4.1.3 Variables to be Considered in RatimeTs
It is simple to evaluate the performance of two men work-
ing side by side on a production line. This is merely a
matter of the number of units produced in a given time by
each man compared to the number of rejects for each and
then compared to-the norm for all such workers. To eval-
uate custodial service fairly is a much more difficult
undertaking because of the numerous Variables. Supervisors
must learn to take all these into account and make proper
adjustments for them. SOMQ of the variables are listed:

(a) Neighborhood - indlistrial, good residential, poor
residential, suburban.

(b) Age and type of building
(c) Need for major repairs.
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(d) Time elapsed since last complete painting.

le) Avaihble epaipment for cleaning and making repairs.

;f) Vandalism - how much time mest be spent correot.ing

damage.

(g) Discipline maintained
by-teaching staff.

(h) Time of day and year inspections are made.

(i) Efficiency, age and condition of heating plant and

othermeehanical equipment.

(j) Floor finiches.

(k) lands:caging.

4.1.k.
Variables for ubich 0cmrens-tion is Adasted

There are other variab-_._
eet most of these are adjusted

by the custodial compensation
sche:iule to prov 'e e delete

labor as necessary.
Sane of these

variables that are ad-

justed for by the compensation
schedules are:

(a) School organization - K-6, JHS, SFS.

(b) Type fuel - coal, oil, steam.

(c) Size building.

(d) Size Paved Area.

(e) Extra Activities.

.
. .

4.1.5 Uniform. Suneerior Service Throughcut Year

The Board of.Education expects
the same high

level of cus-

todial sepvice
throughout.the year.

Service should not

show a peak:after a cleaning period and ehen a gradual

slump until the'next cleaning period. Too often supervi-

sorsare influenced by conditionst:as they
find them on the

days the ratings ars assiened-rather than on the ov.a-eall

conditions they have observed.since the previous ratings.

Notes should be kept of every visit to. schools. The notes

need not be voluminous but should give the reason for the

visits and any unsatisfactory
conditions found.

4.1.6
Rating Terms and Groupires

in assigning
marks for the individeal items on the rating

sheet the supervisors must keep in mind the variables and

assign marks in multiples...of five. The rating seets are

broken.into the follcaing groups:

(a) eutstandine7
95/100 - an item is outstanding only

when the custcdian has gone beyond all the require-

ments of the Rules and other directives and has com-

plied with them in a superior manner
both as to

quantity and quality.

(b) Excellent
85hCe- a mark in this group should only

be assigned when all the requirements have been met

by performence of high quality.

(c) Satisfactori
75/80 - a mark in this group should

indicate that all reqeiremente
have been met but

that work is not of top not:h ouality.
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(d) Fair 65/70 - a mark in this group should inHicate
that performance is barely satisfactory - that
corners have been cut - that requirements are not
fully met.

.' (e) Poor 55/60 - These two groups Ithould
;:: (f) Unsatisfactory under 55 - need no explanation -

they will be self evident.

46.1,7 Realistic Ratings with Ade uate Spread
Supervisors must have the courage to assign service rat-
ings in a realistic manner. Although the average perform-
ance is 80 to 85 the tendency is to assign 70 for items of
performance that are actually'unsatisfactory. At pre'sent
there is not sufficient spread in service ratings between
the poorest custodians and the best although the differ-
ences are widespread.

4,1.8 Procedures on Protested Ratings
If assigned ratings are protested by custodians do not
enter.into arguments with them. Point out that their sig-
nature on- the rating sheets only indicates that they have
seen the ratings, not that they approve them. If a custo-
dian wishes he may appeal first to the Borough Supervisor,
then to the Chief of Custodians mid then to the Director
of Plant Operation. In each instance the appeal should be
submitted promptly in writing by the custodian.. The ap-
peal should detail in just what area of the service rating
is being protested. General protests cannot be ent#7:rtained
or reviewed. District Supervisors should notify the Bor-
ough Supervisors immediately by phone whenever.One of their
ratings arc protested.

4.2.0 Evaluating Custodial Service
In making evaluations of custodial service some of the
points to consider are:

4.2.1 Evaluating Service in Classrooms and Offices
For classrooms, shops and offices in a large building it
is not necessary to visit every room; a fe rooms in each
cleaning station ill give an indication of the entire
station. Although daily cleaning is mandatory, the method-
of cleaning and the manner in which the method is applied
will cause wide variances in results. Wardrobes, window
sills and chalk troughs are often neglected items. Windor
shades, furniture, and lighting fixtures should be clean
and in good repair. The heating and ventilation of rooms
visited should be check.2d. An overheated or stuffy room is
as bad as a cold room.

4.2.2 Evaluatinr, Service in Corridors. Gyms, etcetera
Corridors, stairs, _arms, auditoriums and similar areas re-
ceive more traffic than clasnrooms and so require more ser-
vice. In idditisn to daily sweeping and dusting these
areao s'aould indir:ate that the 'custolians have programs
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if the supervisors permit it. The policing of sidewalks,
yards, lans, etc. is a daily task and some areas must be
cleaned more frequently. Supervisors should check not
only the areas adjacent to the main entrances Out also
those at the rear of the buildings and at the rear of the
yards. Laxity is particularly evident in the fall and
winter when leaves and snow add to tho litter. Schools clre

often defaced with chalk cr paint. Supervisors should not
permit this to build up to an unsightly mess. Chalk can
be hosed, small amounts of paint can be removed and 1.1rge
p,inted areas csan be cover-d with paint tinted to

ch the masonry. Lais, flower beds and hedges become
unsightly in short order unless supervisors insist on the
care required by the Roles.

4.2.7 Evaluating Heating and 'Fuel Management
TEe supervisors must keep in mind and must impress on cus-
todians that fuel and utility conservation does not mean
how little they can use, but how little they can use
consistent with comfort and safety. Electricity at
$5,C00,C00/Year and fuel at $3,CCO,OCO/year are two of the
bic,f,est items in the operating budgets and carelessness in
their use can cause a large increase in costs. The super-
visors should try to visit each of their schools at the
start of the day session at least once each heating season
to see that the school is properly heated. In schools
where there have been complaints frequent visits may be
necessary to ascertain conditions. Where single i:ooms 4re

concerned recording thermcmeters may be installed. Proper

heating depends on good boilers. Reliability of the plant

is another important factor. Each fall when cold weather

is imminent a number of emergency conditions are reported
by custodians which might prevent operatin. Supervisors

must become aware of such conditions and have them cor-
rected before breakdowns develop.

4.2.8 Evaluating Use of Electricity
Evaluating the custodians' efferts in conserving electri-
city is a little more difficult than evaluating fuel con-
servation. Each custodian should ee aware that the super-
visor is interested in his efforts.- Custodians should be
working in cooperation with the principals to prevent
needless waste of electricity. They should train their
employees to turn off lights and equipment not actually
needed, and they should also see that fixtures are lamped
with bulbs of the design wattage, not with oversized lamps.

4.2.9 Ev=luating Ventil,tion and Carc, of Eou'pment
In evaluating cuutodial service A5 it applies to ventila-
tion the supervisor must.not rniy consider the care of
ver.tilatinc equipment eut also its operation. The opera-

tion of ventilation equipr.ent is important to c=fort,
saftAy. The ration of tIlis equip:n-i.nt is of

sicient importance that the F;uildinz Departnt dwtds
a ertifLolto of a;.eration b filed i'or ,aoh new buildinc.
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The Fire Department insists that all ventilation equipment
be kept in operaticn uring occupancy or that duct werk
must be sealed. The supervisors must train custodians in
the proper operation of ventilation eqdipment and insist
on its use. Checking on the lubrication and -,are of this
equipment is often a problem for +'
most of it is -.orate': in e2, of tn way -!.Ls or it evc:1
mr be completely hidden. Supervisors should make a point
of going over the ventilating systems whenever custodians
are assigned to or transferred to buildings in their dis-
tricts. There are Icioirrl cases of ventilation facilities
that were not operated for years because new custodians
had not located them. Supervisors should take notice of
the ventilation ln all areas they pass through. If pro-
perly vented-neither cdors-nor-humidity should. build up so
aS to be objectionable.

L2.3.0 Evaluating Atc,ention to- Fire Prevention end Safety
These two items are probably the most important and yet
the most onerous for supervisors to evaluate. Since safe
ways are not always the easiest ways supervisors must al-
ways be alert that safety is not circumvented. A thorough
knowledge pf the "Rules," the Board of Education Safety
Manual, Fire.Department check lists and the State Indus-
trial Code, along with common sense will help supervisors
recognize violaticns.or potential hazards. Supervisors
re more apt to notice potential hazards than the custo-
dians because they have not become used to seeing them
every day, nor *have they created the conditions.

4.2.11 Evaluating' building Management and Schedules
If 'the quality and quantity of service rendered on the
preceding items is pcor it is axicmatic that the custodians
are poor managers or have not trained their'eMployees pro-
perly. In checking their managcement one of the first items
supervisors should review is the custodians?-work schedules
for themselves and their employees. The schedules should
cover all the routine require.nents of theitUles and also
leave some time for emergency or ncn-routine items. The

work should'be scheduled for times when it will not inter-
fere with the school programs. Work should be divided up
so that each person has sufficient time to cover the area
or task assigned. Too often individual work schedules
cover most of the day with the phrase 1°-fcrk as assigned."
This leaves too much to the custodians' memory. Unrealis-
tic schedules where too much work is assigned any one per-
son are as bad as no schedules. -

4.2.12 Evaluating amloyee Traininc.
This should cover all phases of custodial work but the two
mcst important are: proper methods for routine work and
actions to be taken in emergency situaticns. Improper
methods and procedures are not cnly costly to the custo-
dians because they usually take :;:ore time, but can be very
expensive to the Board of Education since the wrong methcds
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can injure ',,:;uip::.ent and Custodial .,;.1.--

ployces sh:_2_..1 be %::atched :.):tinn with sup-
plies. The allotment for supnlies elthour:h limited will
carry schools throughout the yoar if sup2lies are proprly
requisitioned and their use is controllfA. 31)pervisors

must always be alert to prevent some cui;todians from gain-
ing Unfair advantages over others by requesting rrIc.:rgoncy

supplies.

Evaluatink- Perform=nce of !.:inor Repairs

(a) -"Minor Repairs" have been the cause of much discussion,
criticism'and a-gument. If supervisors refer to the Rules
they will have very little difficulty in determining what
is required of custodians. The references to minor repairs
in the Rules have been extracted and are available in each
Eorough Office as well as in the Appendix of this manual.
There is a tendency to excuse non-performance of minor re-
pairs in the smaller schools because cres are small. But

it must be remembered that altho,'011 personnel are limited
they should be .ample in relation to the building sizes,

. equipment, and custodial allowances.

(b) Supervisors must be as alert to prevent custDdiens from
carryin2 repairs to excess, as well as to insist on their
performinz the repairs required. by the Rules. This par-

ticularly applies to painting. Some custodians would rath-

er paint over dirt than wash it off. Painting can be car-

ried to excess where it creates fire hazards, problems
with scecifications, criticism from unions, etc. A few
custctians have undertaken repairs that were beyond the
scope cf the Rules. This usually results in some other
chase of custodial servdce bein,7 neglected.

Evaluntin= Ari-linistrntiv,- Ability

(a) Poor or careless administration by custodians can impede
the work of the entire 5ureau. For this reason supervi-
sors must evaluate the cl.Istodianst administrative abili-
ties very carefully and must take'immediate action to cor-
rect any deficiencies. Re:orts submitted after_the due

deltes can hold up payrolls or comprehensive reports re-
quested by the Superintendent cf Schools. Inaccurate re-
ports from custodians ha,...e cost both the Board and the
custodians money and the sunerYisors a lot of needless
work. Some custodians claim they are not clerks and should
not have to bother with paper wtrk. Supervisors must not
accept excuses such as this for sloppy paper work. Custo-

dians are menaaing individual businesses with gross allow-
ances of many thousands of dollars yonrly. They are re-

sponsible for the complete mangc-sent of the custodial
operations of their schools and this includes all neces-
sary paper work. If custodians cannot handle the paper
work personally they should emolcy clerks. Supervisors
must see that the custe:' r,:-.cords and filcs arc main-.
taind accurately and curr-oly.
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4.2.14 Evaluating Ecnorts and Record,-5
(b) All reports and records required from custcdians have de-

finite purpose and '7nortanoe. Of ell the re.nr:rts submit-
ted, the compensation reoorts are prc'cably the most impor-
tant and those which the superlisors must review most
closely. In assessing the custodians' administrative abil-
ity supervisors must keep ir . mind the accuracy and the
prcmptness with which reperts are submi'*ed. They must
also keep in mlnd whether custcdians ha .e read and complied
with the instructions contained in circulars. They must
see that the custodians' mn office procedures are up to
Bureau Standards.

211I.
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APPENDIX: 9

NEW YORK STATE COMPTROLLER'S TENTATIVE
DRAFT AUDIT REPORT, BUREAU OF PLANT
OPERATION CONTRACTED CUSTODIAL SERVICES
(NO. N.Y.C.-4-77)
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APPENDIX: 9 NEW YORK STATE COMPTROLLER'S TENTATIVE
DRAFT AUDIT REPORT, BUREAU OF PLANT
OPERATION CONTRACTED CUSTODIAL SERVICES
(NO. N.Y.C.-4-77)

CUSTODIAL SERVICE AT A CERTAIN HIGH
SCHOOL (NO. N.Y.C.-4-77)

The enclosed New York State Comptroller's tentative draft audit report

issued on June 29, 1976 indicates that the expansion of our "custodial

contract system" could result in significant savings to the Board of

Education. The Board of Education's response to rhis report was prepared by

Mr. Hugh McLaren, Jr., Executive Director, Division of School Buildings and

follows the audit report. The enclosed New York State Comptroller's audit

report issued January 28, 1977 invetigated principally payroll and time-

keeping irregularities for custodial helpers of a custodian in a certain

high school.
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BOARD OF EDUCATION
OF THE: CITY OF NEW YORK

110 LIVINGSTON STREET

11ROOKLYN, N.T. 11201

EIERNARO R. GI:FORO
otburY cs4mccumit

August 13, 1976

MEMORANDUM

TO: mr. Hugh McLaren, Executive Director
Division of School Buildings (DSB)

FROM: Dr. Bernard R. Gifford kl
Deputy Chancellor

SuBJECT: New York State (NYS) Comptroller's Tentative Draft Audit Report
Bureau of Plant Operations Contracted Custodial Services
(No. NYC -4-77) 1Dated 6129/76)

* * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * *

The above captioned NYS Comptroller's draft audit report (copy
attached) has indicated that the expansion of our "custodial contract
system" could result in significant savings to the Board of Education (DOE).

Accordingly, the DSB should immediately conduct an independent
study of a random1y selected representative group of schools to determine
the cost effectiveness of custodial services to be provided by private firms
ander contract vs. the BCE's "indirect system."

Please comment on the above and submit a progress-report detailing
your planned action with a copy to the Office of Auditor-General by August 25.
2976.

ERG:1v
Cc: I. Anker

M. Elin
J. Clark
S. Halberstam
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Contracted Custodial Services

Custodial services provided by private firms under contract

with the Board were signifir...;c1y less costly than equivalent

services provided under BE's "indirect system."

BE annually allocated funds for day school Services

to each custodian by formula (based on size and type* of school

plant) under an "indirect system." ThisSystem allowed the

r:ustodian to retain unexpended funds up to a maximum (salary)

amount as an incentive for economical, efficient service. For

extra activities, such as evening and summer programs the

custodian received additional monies.. A stated proportion

of these extra sums was also retained by the custodian as

additional salary. The maximum combined amount thus available

as salary could not exceed $31,000 per year. Unexpended funds

which exceeded the maximum salary retainages at the end of

the calendar year were to be returned to BE. The BE did

not make any additional funds available for day school services
-

over those initially allocated. Deficits were to be absorbed

by the custodian as deductions from the allowed retainage.

In calendar 19751$94.7million was allocated for day school services

Elementary, Intermediate, Junior and Senior H.S.
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and $11.3 million paid for extra activities. Unexpended

funds due to be returned to BE totaled $2.4 million.

The BE also obtained custodial services from private.

contractors. These firms were engaged through public

competitive bidding. The Director of the Bureau of Plant

Operations (BP0) told us that these contracts were first

let in 1964 for services at ten sites. At one time 14 sites

were receiving custodial services through contract, but.this

diminished in calendar 1975 to only six. The Director told

us that contracts were dropped at the request of the

Community School Districts due to poor service and because

schools were closed. However, he alsq stated that the

companies currently under contract were the same as those

that had previously had the dropped schools.

Principals at four of the five contract schools all

said that their custodial services were very good. The fifth

principal remarked that in his 20 yeas with the BE he had

experienced good and bad custodial services by employees of

independent contractors and by employees of the BE.

*
Five schools and one administrative office
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A comparison of actual costs of custodial services at

the school sites under contract in calendar 1975 with those

which we estimated (through the allocation formula calculation)

would have been expended under the indirect system, disclosed

that contracting offered substantial savings. Under the

"indirect system" services at the five schools would have

cost about $554,500 (see Table I). (Exta activity costs

were included in the contract total but were not in the

"indirect system" cost. Had the extra costs been included

in the latter, the difference between the two.systems would

have been even greater.) The BE custodians' indirect system

contract provided service from 8 a.m. to 5 p.m. daily but
.

activities on Saturdays, Sundays, holidays, after 5 p.m.,

between 3 p.m. and 5 p.m.,* breakfast programs, and summer

use all required extra activity allotments. In addition,

the charges for extra activities were based on specific rates

for individual rooms and thus made available only the space

t.C'A rather than the entire plant. The Private contracts

on the other hand included the charges for the above services

in the lump sum contract price. These contracts also

provided the entire school plant for extra activities and

did not charge on a per room basis as the BE custodians did.

Additiona. charge levied because clean up staff could
not work betwee- three o'clock and five when school was
usually over.
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Accordingly, larger or multiple concurrent program activities

would be accommodated at no extra charge at the contract

schools in contrast with the extra unit charges at the

other schools.

The Director of BPO advised us that he had estimated

the contract custodial service costs to be about 15 percent

less than those under the indirect system. He could offer

no reasonable explanation for not expanding the use of

contractors.

Had BE placed all schools on contract in calendar 1975,

we estimate that a savings of $27.5 million, 26.6 percent

df current cost, could have been effected with no material

reduction in service (see Table I for computation).

Recommendation:

BE-should protaptly expand its program of contracting

.!for custodial sezvices, through puhlic competitive bidding,

at all City schools.
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School

Table

Computation of Savings Through Contract
Custodial Service - Calendar 1975

Indirect
Formula

Allocation

Indirect
Plus Fringes

at 23%
Contract
Payments

Estimated
Savings

PS 57 Manhattan $ 74,729 $ 91.,917 $ 77,229 $14,688

IS 70 Manhattan 110,214 135,562 113,054 22,508

PS 83 Manhattan 72,276 . 88,899 77,272 11,627

PS 96 Manhattan 77,348 95,138 77,345 17,793

IS 61 Queens 116,242 142,978 111,804 31,174

$450,809 - $554,494 $456,704 $97,790

Savings Factor = $97,790/$554,494 = .176

Total 1975 Day Revenue f.or Custodians $94,762,600

Less: . .

Excess Earnings to be Returned to,BE 2;434,832'

-92,327,768

Savings Factor x *.176

$16,249,687

Add:
Total 1975 Extra Activity Income* 11,299,128

TOtal Estimated Savings Through Contracts $27,548,815

Ratio: $27,548,815/($92,327,768 + $11,299,128) .266.

These charges are predominantly paid from special Federal, State

and/or City'program funds.
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BOARD OF EDUCATION
o-- THE CITY OF NEW YORK

UV1NGSTON STREET

BROOKLYN, N.Y. 11201

BERNARD R. GIFFORD
Pu TY C ot t4

August 13, 1976

Kr. Arthur U. Gordon, Director
Netropolitan Area Office
New York State Comotroller's Office
Department of Audit and Control
270 Broadway
New York, New York 10007

Re: New York State Comptroller's
Tentative Draft Audit Report
,Bureau of Plant Operation;
Contracted Custodial Services
(No. NYC - 4-77) (Dated 6/29/76)

Dear Mt. Gordon:

We have received the above captioned Draft Audit Report and your
request for review and response. Enclosed are comments byMr. Hugh UcLaren,
Executive Director of the Division of School Buildings.

We are considering the expansion of our custodial contract system.
Had it not been for the contraction of our school plant and our uncertain
wa§'.e negotiations with Locals 74 and 94, with which there is no contract at
this time, such expansion would have been accomplished this year.

Please note that we believe it could be a mdstake to eliminate our
own custodians and only contract for maintenance in that "bidding" does not
always end collusion or foster competition. We are of the opinion that our
mechanical equipment is maintained much better by our own custodians.

In summary, we are looking into expanding the contract services and
will soon be making a decision.

Yours in progress, .

ft Ni (I, iC
BRG:ds BERNARD R. GIFFORD
Encl. Deputy Chancellor
cc: X. Anker

% Elin
J. Clark J
H. McLaren
S. Halberstam
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BOARD OF EDUCATION'S RESPONSE TO THE
NEW YORK STATE CO:IPTROLLER'S OFFICE DRAFT AUDIT REPORT

BUREAU OF PLANT OPERATION
CONTRACTED CUSTODIAL SERVICES

I have been advised of the following by Mr. Hugh McLaren, Executive
Director, Division of School Buildings (DSB):

Statement

Page 2, Paragraph 1: last sentence as follows:*

However, he also stated that the companies currently under contract were
the same as those that previously had the dropped schools.

BOE Comment

"This statement intimates that something is wrong in that contractors who
had schools that were dropped for poor service were still doing business with
the Board of Education. The service depends on the man assigned by the con-
tractor to run the particular school. Service by contractors is not uniform
throughout the schools he may be operating. The auditors disregarded my
comments on the lack of bidders for this work. In the twelve years that
schools have been placed under contract two bidders have consistently gotten
the majority of the buildings. Prudential Star and Custodian Guidance

(Formally Allstate). In the past couple of years two other contractors have
entered the field, Empire State and Hempstead Maintenance. For the 1976/77

contract year we are back to two contractors. Custodial Guidance will have

four buildings and Empire State two. A peculiar coincidence through the
years was the manner in which the same contractor was always low bidder on

the buildings he operated. The other contractors bid was generally only a

few hundred dollars higher. This year the only bid received for 49 Flatbush
Avenue Extension was $2,000 higher than the bid received last year even

though service requirements were reduced. The holder of the 1975/76 contract

had forgotten to submit a bid. The bids were rejected and readvertised. The

on4 bidder on the first advertisement reduced his bid by.$51,000 to become

low bidder on the second advertisement. Another comment I made but that was

not included in the report was the difficulty in processing contracts that

were for definite time periods. This year was typical of the problem. The

specification was forwarded to Budget for permission to advertise in February.

Approval was received in late Nay. The specification was advertised and bids

opened on June 10. This did not give sufficient time to have the awards

passed by the Board of Education and the contracts registered by July 1.

The contractors are actually working without a contract in order to keep

the buildings operating."

* See Draft Audit Report

2
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Statement

Page 3, Paragraph 1*

BCE Comment

"It is not understood why a calendar year was used for comparison when
the contracts are for a fiscal year. In addition the building at 49 Flatbush
Avenue Extension was omitted. This building hasalways been more costly under
contract than under our own system. The report gives the impression that a/2
after school activities including those on weekends were included in the contract.
This is not so. At I.S. 70- Manhattan and Intermediate School 61 Queens acti-
vities were included for weekday evenings. Anything on a iturday, Sunday or
holiday was subject to an additional charge. At Public Sc' ,1 57 Manattan,
only two PTA meetings per month were included in the contract. Summer programs
were included in all five buildings. *Where buildings are used at times not
covered by the contract there are opening and space chgrges similar to those
paid the custodian. I am attaching a cost comparison for Specification #372-75/76
which indicated an overall saving of 13%."

Statement

Page 4, Paragraph 1*

BOE Comment

mThe cost of operating after 5 P.M. would be added to the -basic contract.
It is an erroneous assumption that there would be no additional charge."

Statement

Page 4, Paragraph 2 *

BOE Comment

-"The draft report states that the Director could offer no reasonable
explanation for not expanding the use of contractors. There were several reaeons
put forth which apparently the author of the draft did not consider reasonable
but which DSB does. First until recently the cost of contract schools operation
exceeded our own costs by approximately ten percent (10%). Then in 1975 and again
in 1976 the Budget Office voiced doubts about approving the specifications since
there was a possibdlity of closing buildings to which Civil Service custodians
were assigned. Of major consideration is the problem of getting approval to bid,
awarding bids, getting contracts registered, etc. If this is a problem with a fewschools what would it be with a large number. The Audit group could not see this
as a problem but the continuity of operation is of the utmost importance to a school
system and continuity cannot be guaranteed under the present bidding system.°

*See Draft Audit Report. 225
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Statement

BOE Comment

raph 2*

"I do not believe it possible to forecast a 26% saving in the performance
of 2000 buildings on a sampling of 5 (.005%). This is particularly true when
the sixth building was disregarded."

Statement

Page 4*

Recommendation: BE shnuld promptly expand its program of contracting for
custodial services, through public competitive bidding, at all city schools.

BOE Comment

"The Deputy Chancellor has authorized a study of two districts for contract
operation. No time table can be placed on this.because of the current change
in the state of buildings. We must relocate all displaced custodians before
expanding the program. I think too that the opposition of the custodial
unions must be considered if expansion of this program is precipitoUs."

*See Draft Audit Report.



TABLE

COmPARIseXt OF COSTS SPECIFICATION 372/75-76

Day
PS 57 n

BOARD OF EDUCATIOg COSTS

PS 83 M PS 95 PS 70 I

AllcwE,ace $77,427.15 $77,427.15 $77,427.15 $124,364.21

rr:nges 19,376.00 19,376.00 29,376.00 28,600.00

P:aterial 1,820.00 1,820.00 1,820.00 3,000.00

Activity 1,795.04 1,795.04 1,795.04 12,263.10

$100,418.19 $100,418.19 $100,428.19 $258,227.32

CONTRACT COSTS

Bid Price $84,000.00 $84,000.00 $84,000.00 $118,200.00
Ed of Ed
It:at-aria/ 1,365.00 1,365.00 1,365.00 2,250.00

$85,365.00 $85,365.00 $85,365-00- $120,450.00

COMPARISON

Bd of Ed Contract

PS 61 O'

$114,364_21 $145,343.

28,600.00 38,444.

3,000.00 3,460.

12,263.20

BkIgn.
Area Off

$158,227.31 $187,247.

$115,800.00 $299,760.

2,250.00 2,595.

$118,050.00 $202 355.

Difference

PS 57 m $100,418.19 $ 85,365.00 - $15,05 29

PS 83 m 100,418.19 85,365.00 15,053.19

PS 96 M 100,418.19 85,365.00 - 25,053.19

PS 70 m 158,227.31 120,450.00 - 37,777.32

PS 61 Q 158,227.31 218,050.00 - 40,177.31

Brco;:lgn Area Office 187,247.07 202,355.00 + 15,207.93

$804,956.26. $696,950.00 $108,006.26

13.4% Difference

Possible returns of excess by custodians have been disregarded.
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UPFICE CF THE STATE COMPTROLLER
DINISION OF AUDITS AND ACCOUNTS
AUDIT REPORT NYC-4-77

CUSTODIAL SERVICE AT A CERTAIN
HIGH SCHOOL - NEW YORK CITY
BOARD OF EDUCATION

MANAGERIAL SUMMARY

Fac:ground

Custodial services were furnished to Board of Education
facilities through a system Whereby each custodian was given
an allowance based on such criteria as school size, type of
heating and the amount of outside areas. The number and
type of employees hired and hours worked were up to the
custodian who compensated these employees from his allowance.

The custodian's earnings were determined by the amount of
money remaining from the regular allowance and fees for extra
activity (usually services provided during other'than normal
sdhool hours) after all expenses for cleaning and heating the
school had been paid. These earnings (known as net retainage)
were limited by the current contract to a maximum of $31,000 for
any one school. Any remainder was to be returned to the Board.

In 1975, the custodian at this high school was given an
allowance of $249,358 for regular school services plus S80,245
for extra activity services, a total of $329,603. Of this
amount $2,4 57 was returned to-the Board. He employed
approximately 22 employees (including his wife and son).

The res'ults of this audit are being reported in two parts.
This report involves irregularities in payroll practices and is
being presented separately because these findings require prompt
corrective action. The other operating matters will be included
in a subsequent report.

Major Observations and Conclusions

Apparent irregularities in the reporting of certain employees'.
work time (including that of the custodian's wife and son), may have
resulted in these employees being paid for time not worked. The
irregUlarities included excessive overtime and weekend. work for
certain employees questionable patterns of punches on time cards,
discrepancies bet.:teen the cards of certain employees and.others on-
the custodial staff, and employees reported as present when, in

. .
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fact, they were absent by their own admission or per other pay-
roll records. These Lnstances were sufficient, in our opinion,
to indicate widespread manipulation of payroll documentation
time by various custodial employees to obtain monies to Which
they were not entitled. To the e;;.tent such monies were
unearned, they need to be recovered by the Board.

A copy of this report has 17een sent to the New York City
Department of Investigation for appropriate action.
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CUSTODIAL SERVICE AT A CERTAIN HIGH SCEOOL
NEW YORK CITY BOARD OF EDUCATION
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CUSTOPIAL SERVICE AT A CERTAIN HIGH SCHOOL
NEW YORK CITY BOARD OF EDUCATION

A. Introduction

1. Scope of Audit

As part of our audit of the Bureau of Plant Operations
of the New York City Board of Education (Board) we examined
various payroll practices at a certain high school for the
period January 1, 1975 to November 30, 1976.* The examination,
which was pe'rformed pursuant to the State Comptroller's audit
responsibilities as set forth in Article 3 of the General
Municipal Law, was made in accordance with generary accepted
auditing standards and included tests of the records and other
auditing procedures we considered necessary.

2. Background

Custodial service was provided to Board facilities
through a system by which each custodian was given an allowance
based on such criteria as school size, unused space, type of -

heating and the amount of outside areas. The custodian hired
his own employees and paid them from this allowance.

The custodial helpers were employees of the custodian,
not of the Board. The number and type of employees hired and
hours worked were up to the custodian who as an employee of
the Board, was governed by Civil Service Laws and the agree-
ment between the Board and the custodians' union. Custodians'
earnings were determined by the amount of money left from the
regular day school allowance plus fees for extra activity
services (usually provided during other than school hours)
after all expenses for cleaning and heating the school were
paid. These earnings (known as net retainage) were limited
by school size so that the maximum ranged from $17,931 to
$31,000 for any one school. Any remainder above the maximum
was to be returned to the Board.

* Our review at this school resulted directly from an informal
request received during our audit survey from the Board's
Inspector General. (See Appendix A.)
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Custodial operations were under the control of the
Board's Bureau of Plant Operations, a part of the Division
of School Buildings.

In 1975, the custodian at this school was given an
allowance of $249,358 for day school services and $80,245
for extra activity services, a total of $329,603. Of this
amount, $2,457 was returned to the Board. He retained
approximately 22 employees; nine firemen, eight cleaners,
three handymen, one stationary engineer and one laundry
bath attendant.

3. Discussion of Audit Results

The matters in thit report were discussed with
officials of the Board of Education during an exit conference
in December 1976. In addition, a draft of this report was
sent to the Board and the State Education Department with a
request for comments. Comments received have been included,
as applicable, in this report. (See Appendix B.)

The findings of this audit are being reported in two
parts. This report, involving irregularities in payroll
practices, is being presented separately because the findirs
require prompt action, The other operating matters will
included in a subsequent report.

011ice obLe State Comptroger

2Ztii3i0n ofAccliti and -AccountA

Report Filed: January 28, 1977

ARTHUR LEVITT
STATE COMPTROLLER
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B. Irregularities in Employee Records

Apparent irregularities in the reporting of certain
custodial employees! work time, may have resulted in these .

employees being paid for time not worked. The irregulariti:
included excessive overtime and weekend work for certain
employees, discrepancies between the time cards of these
employees and those of others on the custodial staff, and
employees reported as present when, in fact, they were
absent by their own admission or per other payroll records..
The reported instances of questionable time documentation
indicate the possibility of widespread manipulation by
various employees to obtain monies to which they were not
entitled.

In a second report on this audit we will set forth-.
)4 findings on various weaknesses in the Board's administra-

tive controls which facilitated the highly questionable
conditions found at the school. These included Inadequate
monitoring of custodial personal service expenditures
(about 95 percent of total custodial costs), insufficient
attention to nepotistic employment practices and lack of
procedures to insure the accuracy and reliability of time
and attendance records.

1. Overtime Practices

The overtime paid to certain employees was excessive.
Thefamount of hours claimed as worked appeared unreasonable
and the documentation of these hours was questionable.
Included as firemen at the school were the custodian's son
and an assistant custodian who received gross wages in 1975
of $21,229 and $29,973, respectively. Zhe base annual
firemen's salary for a regular 40-hour week was $13,150 in
1975. The difference between the base pay and the amount
paid to the son and assistant custodian was due to premium
pay for overtime and weekend work. The custodian's wife
was also on the payroll, and in 1975 was paid $13,275. In
addition, two employees with the same surname as'tlie
assistant custodian were paid $5,112 and $14,172,
respectively. According to the Board's Iftspector General,
they were the assistant custodian's sons.

The time cards for the custodian's son were punched
in and out almost every day in 1975. From January 1 through
July 27 (208 days) the card was punched 200 days for nine
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hours each day, including the lunch hour and including
Saturdays and Sundays. From July 28 through August 8 and
from August 11 through 15 the card indicated that the son
was on vacation. However, on August 9 and 10, a weekend,
the card was punched for nine hours each day and noted
"worked on vacation". From August 16 through December 31,
1975 (138 days), the cards were punched nine hours each day
for 130 days. From January 1 through April 14, 1976, his
time card was punched nine hours each day for 99 of 105 days.

The assistant custodian's time cards followed a
similar but more extensive pattern. In 1975, he punched 351
days (out of 365) for 16 hours (including lunch and dinner)
each day,* except for weekends where he worked 10 hours
each day. The only days not punched were New Year's Day, 12
days vacation from August 4 through August 15, and Christmas
Day. From August 16 through 31 his cards were punched and
indicated "worked on vacation". On New Year's Eve (December
31, 1975) the card was punched out at 12 midnight.

From January 1, 1976 through April 30 the card was
punched in every day but New year's Day. In May the card
was punched about 15 hours each day f.or 26 of 31 calendar
days. This decrease in days recorded occurred after the
commencement of our review.

The custodian informed us that he maintained a 24-
.

hour service at the school to prevent break-ins and vandalism'
and that,this accounted for the large amount of overtime and
weekend work. It should be noted, howevel., that it would have
been less expensive to hire additional staff than to pay
premium wages for overtime work.

An analysis of the apportionment of overtime showed
that a very substantial percentage was accounted for by, only
a few employees. In 1975, of a total of 5,754 premium hours
recorded by firemen, 2,626 hours, or 46 percent,swere____ ".

attributed to the custodian's son and the assistant custodian.
(There were seven other firemen at the school.) Furthermore,
43 percent of all custodian premium hours worked were accounted
for by the custodian's family, the assistant and his two sons.

The time punched on the cards used to substantiate
the work hours of the custodian's wife, son and assistant
followed an unusual pattern which did not appear on the cards 235of the other regular custodian employees at the school. The

* The assistant custodian had apparently reported this work pace
for many years as indicated by his salary. Since 1971, when_
his current employer became custodian, his annual salary has
exceeded $29,000. In 1973, he was paid $36,410 which exceeded'
the maximum allowance for a custodian at any one school.



times punched on the cards in groups of three to five con-
secutive days advanced by one or 6:o minutes each day, as
shown below.

1975

7:57 Sat.
7:58 Sun.
6:41
6:43
6:45
6:47
6:48
7:48 sat.
7:51 Sun.

July

6:42 a.m.
6:44
6:45
Holiday
7:52 Sat.
7:53 Sun.
6:47
6:48
6:49

July

6:50
6:51
7:55 Sat.
7:56 Sun.
6:54
6:55
6:55
6:56
6:58

July

1
2

5
6
7
8

9

10
11
12
13
14
15
16
17
18

19
20
21
22
23
24
25
26
27

These patterns existed during the entire period of our review
from January 1, 1975 through March 31, 1976.

We were told by alA official of a time clock company
that the clock cannot be moved backwards, and that it takes
approximately one or two minutes to advance the hour hand
24 hours and'to correspondingly change the date. Manipula-
tion of the time clock would, we were told, produce .iuch a
progression of increasing minutes corresponding to sequential

. dates.

Further review of personnel expenditures at the
school revealed that four part-time employees were also
custodians at othel schools. The four earned gross wages
of $83,300 at their own schools plus $22,808 as custodial
helpers at this high school. Because this school had a
high pressure boiler system, work as a fireman at this
school enabled these custodians to fulfill the experience
requireflient for a custodian engineer's license.

Examination of a sample of time cards for three of
these employees revealed systematic advancing time patterns
similar to those noted for the custodian's son, wife and
assistant. The examination also disclosed a schedule of
hours which, when taken together with a custodian's regular
hours of 8 a.m. to 5 p.m. daily, seemed unreasonable.
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For example, the time card for one custodian for the
month of October 1975 was punched 2..:1 Monday through Thursday
of each week, usually from about 11 p.m. to 3 a.m. or from
12 p.m. to 4 a.m. the next morning, plus an average of 18
hours over the weekend. Aside from monetary compensation
these time cards may have also been used to certify experience
required for the custodians' engineer licenses. The monthly
payroll information sheet (P.O. 1 - 45M) for October for '-his
custodian at his regular location (a school district office)
indicated that he worked the normal school days, from 8 a.m.
to 5 p.m., plus an additional ten hours during the month in
extra activities.

2. Analysis of Time Cards

There were a number of indications that the time
reported by the custodian's wife and son and the assistant
custodian may have been other than that worked.

. In May 1976 we made a surprise visit to the
school. -According to the assistant custodian, the custodian
(who was not present) was on jury duty. The time cards for
the assistant and the custodian's wife and son were kept in
the custodian's office away from the time clock and from the
cards of the other custodian employees. This was done, we.
were informed by the assistant custodian, o prevent the
cards from being "tampered with" by the other emploxees.
(We received no satisfactory explanation as to why the other
employees would want to tamper with these time cards.)

. There were two time clocks in the school.* One
was in the school's main office and used by the instructional
staff. The second was in the boiler room for use by the
custodial staff. The clocks had demonstrably different print.
We noted that for varying periods between January 1975 and
November 1976, the print on the cards of various employees,
including the custodian's wife, son and the assistant custodian,
indicated that different clocks were used for different periods.
During cur first visit to the school the assistant,tustodian
stated that he and the custodian's wife and son used the main
office clock while all the other employees used the one in the
boiler room. During a subseauent visit the custodian told us
that all employees, including his son and the assistant
custodian, used the boiler room clock.

* After our exit conference, the Inspector General told us
that there was a third clock in the lunchroom for kitchen
employees.
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. There were other discrezancies bEtween the cards
of the custodian's son and wife and the assistant custodian
in contrast to those of the other employees. For example,
on May 10, 1976, the time clock in the boiler room was
apparently 12 hours behind the actual time. That is, an
employee punching in at 8 a.m. on May 10 showed 8 p.m. May

'9:on his card. This was true of the cards of all custodial
employees who worked on that date-except those of the son,
wife and assistant custodian. Unaccountably, their time
cards did not show any lag on May 10 although they were
apparently punched on the same clock.

. Another example occurred on August 7, 1975 when
the ribbon on the time clock was apparently changed. The
cards of all employees working from August 1 to the morning
of August 7 were punched in light blue ink. Thereafter,
these employees' cards were punched in purple ink. Those
employees working on August 1 but who took vacation between
then and August 7, including the assistant custodian, were
punched in purple ink prior to August 7 although we were
advised that the ribbon was not changed until that date.
Also, one of the assistant custodian's sons had his time
punched in purple for the entire month. Here also the print
on all the employees' cards was the same indicating that
only one time clock was used.

These two examples indicate that certain cards were
punched at a different time than the date shown on the card.

Other examples of payment for time apparently not
worked were:

During our field visit the custodian's wife
mentioned that she and her husband had been on a cruise the
week that the blizzard occurred in February 1976 (February
2). Nevertheless, she was punched in for eight hours and
the custodian's absence was not reported on that day.

. In January 1976, the custodian reouested and
received additional monies from the Board as reimbursement
for replacements of employees reported sick. In the claim
he reported his wife was sick January 12, 13, 29 and 30,
yet her time card was punched in all of these days.
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All time cards were certified by the employees andreviewed by the custodian's assistant. The Board's Directorof Plant Operations, who was responsible for all custodialoperations, advised us that all custodians possess the keysto their time clocks in order to maintain them. Thecustodian at this school advised us that he had the keys tothe time clocks but that the employees did not have accessto them.

3. Supervision by the Board

Despite the aforementioned
apparent abuses of over-time payments, the pperations at this school were not ques-tioned by the custodian's supervisors in their rating reports.On April 7, 1976, in response to a request by the InspectorGeneral (see Appendix A), the Assistant Chief of SchoolCustodians visited the school. In his memo to the Directorof Plant Operations, dated April 22, 1976, he noted thefollowing:

"...The number of hours recorded for (the assistantcustodian) and (the custodian's son) are excessive. Aspecific need for the services of these individuals for theduration reported is questionable."

Also, because the assistant custodian did not possessa custodial engineer's license "...The required coverage ofthis high pressure boiler plant, while in operation, appearsto be In violation (of regulations)."

The memo contained recommendations to the custodianto limit the number of hours of overtime for the son and theassistant'custodian.

Despite this, the Director wrote to the Board'sInspector General, on April 30, 1976, saying:

"The overtime paid to (the assistant custodian) and(the custodian's son) is a great number of hours. However,this overtime does notcost the Board of Education any addi-tional money.* The time on the compensation reports corresponds

* Contrary to this statement, any money remaining over thecustodian's maximum net retainage is returned to the Board.Thus, the less spent,, the less is the cost to the Board.
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to the time on the time cards. Overtime assignments are up
to the.custodian. If the employees have a complaint about
overtime assignments it should be referred by them to their
union...Our check of the complaint does not indicate any
need for further Board of Education action."

4. 'Custodian Allowances

The findings disclosed in this repo:.t give rise to
the questions of: 1) whether the allowances granted the
custodians are greater than that needed to properly clean
and maintain the schools; and 2) whether the method of
compensating custodians for their services lends itself to
this type of payroll abuse. A more detailed analysis of
the relationship of the custodian's allowance and the costs
for cleaning and maintaining the school will be discussed
in a subsequent audit report on custodial operations.

Recommendations

We recommend that the Board:

1. Make a complete investigation* in conjunction'
with appropriate authorities such as the City Department
of Investigation and the appropriate District Attorney-
of all time reported as worked at this high school by
the custodial-Os staff in the light of the matters
reported herein.

2. Take immediate steps to recover any improper
payments made to custodial employees.

3. Determine whether any disciplinary actions are
warranted against the custodian and/or his staff for
unsupported or false claims.

4. Determine whether the conditions found at this
school exist at other schools.

5. Act promptly to prevent recurrences of these con-
ditions.

(We are forwarding a copy of this report to the City
Department of Investigation.)

* At an exit conference on December 15, 1976, we notified
officials of the Board of Education of our audit findings.
Shortly thereafter, the Board's Inspector General
intensified his investigation of this situation. (See
Appendix B.)
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9/20/75

10/ 8/75 -

10/17/75

10/24/75

2/19/76

2/20/76

3/ 9/76

4/ 7/76

4/22/76

4/28/76

4/30/76

5/14/76

Appendix A

Chronology of Events

Letter from "Irate Citizen" (sent to the Mayor)
detailing various allegations of payroll and
other irregularities at this high school.

Letter from City Department of Investigation to
Board's Inspector General attaching aforemen-
tioned letter of 9/20/75 and requesting that
this matter be looked into.

Letter from.high school custodian to Board's
Inspector General forwarding copies of time
cards for last six months as requested.

Letter from Board's Inspector General to City
Department of Investigation indicating that
"The time cards...reveal no irregularities as
to payment received for-time worked."

Letter from "Concerned Citizen" to "Investigating
Committee" (copy concurrently to Board's Inspector
General) detailing additional allegations of
abuses at this high school.

- Inspector General reopens file on this school.

- Letter from City Department of Investigation to
Board's'Inspector General again requesting that
these matters be looked into.

- Inspector General and personnel from the Board's
Bureau of Plant Operations visit school.

- Memo from Assistant Chief of School Custodians to
the Director of Plant Operations. (See report,
page 8.)

- During our audit survey, Inspector General notifies
State auditors of above allegations and suggests
that we-review operations at this school.

- Memo from Director of Plant Operations to Inspector
General stating that the problem "...does not
indicate any need for further Board of Education
action." (5ee report, page 9.)

- Press reports on nepotism and possible fraud by this
custodian.
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Appendix B

Applicable excerpts from the BoardTs response to the
draft report follow:

"The factual situation as recited in the (Draft) audit
report, wherein the state auditors describe the overtime
practices and the analysis of the time cards is correct,
and does highlight a very irregular and perhaps unlawful
situation existing within the high school where the audit
was conducted.

"However, it should be stated very clearly that the
InspectorGeneralTs office has been conducting an on-going
and continuing investigation in reference to irregularities
within the custodial service

"From Spring 1976, the New York City Department of Investiga-
tion has been involved continuously in numerous areas of the
Custodial inquiry having beenbrought into the investigation by
the Inspector General

"Investigators from the Office of the Inspector General.have
also conducted a series of inspectoral visits to various schools
for the express purpose of checking the time cards found in the
rack and ascertaining .if the employees represented thereon were
actually working within the school...

"The following efforts have been done in relation to the
recommendations as set forth on page (9) of the audit report:

1. The custodian involved in the instant situation turned
Over all of the original time cards to the Inspector General's
office as a result of which there has been a complete examina-
tion of same and the irregularities contained therein and the'
results of our questioning of various members of the custodial
starf is now in the process of being transmitted to the District
Attorney of Queens County for possible criminal prosecution.

2. The Inspector General's office has also made a recom-
mendation to the Director of the Bureau of School Buildings,
that immediate disciplinary prrzeedings be made against the
school custodian for failing to have exercised sufficient super-
vision and control over his subordinates. (The Director) has
further been reauested to take the appropriate measures to bring
about the discharge of certain members of the custodianTs staff.
Auditors of the OAG have been assigned to examine the irregularities
on the time cards for the purpose of making computations and
ascertaining the amounts of improper payments made to the various
members of the custndial staff, and thereafter, these items will
be forwarded.to the Corporation Counsel's office for collection
purposes.
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Appendix B
(page 2)

3. The Inspector General has been directed to spot-check
the custodial helpers' time cards and various other high schools
to see if .1me clock irregularities also exist in those institu-
tions.

Thank you.for the opportunity of reviewing this draft audit
report and be assured that this matter.will be pursued vigorously,
and where appropriate, disciplinary charges will be brought
against employees suspected of wrong doing."

213



APPENDIX: 10

TABLES OF CUSTODIAL HELPERS
HOURS, WAGES, FRINGE BENEFITS
BY TITLE AND JOB CLASSIFICATION
FOR 73/74 - 74/75 - 75/76 FISCAL PERIODS



APPENDIX: 10 TABLES OF CUSTODIAL HELPERS
HOURS, WAGES, FRINGE BENEFITS
BY TITLE AND JOB CLASSIFICATION
FOR 73/74 - 74/75 - 75/76 FISCAL PERIODS

The source data for these tables was obtained from computer generated

reports made available to the Project Management Team by the Production

Control Unit of MIDP. The material consisted of copies of normal production

runs generated for management at the Bureau of Plant Operation, and

included detailed year-end reports of custodial expenditures by individual

custodial helper title, by job classification of regular part-time and

casual employee, and by male vs. female employee. The information pre-

sented in the following tables was summarized from these computer gen-

erated reports and eliminates the male vs. female segregation. Referring

to the.contractual obligation for fringe benefits catalogued in Exhibit 5*,

Section IV, the total cost of fringe benefits and FICA payments was cal-

culated and included.

LEGEND: R,P,C

REG. HOURS

EXTRA-ACTIVITY
HOURS

PREMIUM HOURS

- Regular, Part-time, and Casual
Job classifications

- Hours worked during normal day
school activity periods

- Hours worked during extra
activity periods

- The number of hours worked
during REG. HOURS and EXTRA-
ACTIVITY HOURS that were paid
at overtime rates

SH1FT-DIFFERENTIAL - The number of hours worked during
REG. HOURS and EXTRA-ACT1VITY
HOURS that were paid at shift-
differential rates

*Custodial Helpers, Hourly Wage and Fringe Scales
Effective of 73/74 - 74/75 - 75/76 Fiscal Periods.
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WAGES - Wages paid on the number of hours
worked, REG. HOURS plus EXTRA-ACT1VITY
HOURS, after adjustment for hours com-
pensated at overtime and/or shift-
differential rates

WELFARE BENEFITS* - Amount paid for welfare benefits,
calculated from the hourly rate **
on the number of hours worked
(REG. HOURS plus EXTRA-ACT1VITY
HOURS)

PENSION BENEFITS* - Amount paid for pensior benefits,
calculated from the hourly rate **
on the number of hours worked
(REG. HOURS plus EXTRA-ACTIV1TY
HOURS)

FICA*** - Amount paid for FICA, based on data
available from Custodial Payroll Unit
in MIDP; equals amount calculated by
custodians for their employees

(74) - Refers to Local 74, Service Employees
international Union (AFL-CIO)

(94) - Refers to Local 94, International
Union of Operating Engineers
(AFL-C10)-

the funds to pay these amounts are handled directly by the Board of
Education; the Board of Education serves as the clearing agent to the
Custodial Helper unions who receive these payments.

**See Exhibit 5, Section IV.

***The funds to pay this amount come from the individual custodian;
the Board of Education serves as the clearing agent to the
Federal government who receives this payment.
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APPENDIX: 10 TABLES OF CUSTODIAL HELPERS
HOURS, WAGES, FRINGE BENEFITS
BY TITLE AND JOB CLASSIFICATION
FOR 73174 - 74175 - 75176 FISCAL PERIODS

The source data for these tables was obtained from computer generated

reports made available to the Project Management Team by the Production

Control Unit of MIpp, The material consisted of copies of normal production

runs generated for management at the Bureau of Plant Operation, and

included detailed year-end reports of custodial expenditures by individual

custodial helper title, by job classification of regular part-time and

casual employee, and by male vs. female employee. The information pre-

sented in the following tables was summarized from these computer gen-

erated reports and eliminates the male vs. female segregation. Referring

to the contractual obligation for fringe benefits catalogued in Exhibit 5*,

Section IV, the.total cost of fringe benefits and FICA payments was cal-

culated and Included.

LEGEND: R,P,C

REG. HOURS

EXTRA-ACTIVITY
HOURS

PREMIUM HOURS

- Regular, Part-time, and Casual
job classifications

- Hours worked during normal day
school activity periods

- Hours worked during extra
activity periods

- The number of hours worked
during REG. HOURS and EXTRA-
ACTIVITY HOURS that were paid
at overtime rates

SHIFT-DIFFERENTIAL - The number of hours worked during
REG. HOURS and EXTRA-ACTIVITY
HOURS that were paid at shift-
differential rates

7ari1-cdial Helpers, Hourly Wage and Fringe Scales
Effective of 73/74 - 74/75 - 75/76 Fiscal Periods.
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WAGES - Wages paid on the number of hours
worked, REG. HOURS p!us EXTRA-ACTIVITY
HOURS, after adjustment for hours com-
pensated at overtime and/or shift-
differential rates

WELFARE BENEFITS* - Amount paid for welfare benefits,
calculated from the hourly rate**
on the number of hours worked
(REG. HOURS plus EXTRA-ACT1VITY
HOURS)

PENSION BENEFITS* - Amount paid for pension benefits,
calculated from the hourly rate**
on the number of hours worked
(REG. HOURS plus EXTRA-ACTIVITY
HOURS)

FICA*** - Amount paid for FICA, based on data
available from Custodial Payroll Unit
in M1DP; equals amount calculated by
custodians for their employees

(74) - Refers to Local 74, Service Employees
International Union (AFL-CIO)

(94) - Refers to Local 94, International
Union of Operating Engineers
(AFL-Cl0)

Tha funds to pay these amounts are handled directly by the Board of
Education; the Board of Education serves as the clearing agent to the
Custodial Helper unions who receive these payments.

**See Exhibit 5, Section IV.

***The funds to pay this amount come from the individual custodian;
the Board of Education serves as the clearing agent to the
Federal covernment who receives this payment.
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_52 1,12" '),497
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COB (74) R 6,518,62 0,493 40,111 1,22A3 33,891,395 L331,434 1,331:4341,1 117,K '.2,V14 19,614 5,618,914 23,0.34 23,0.34

251,R 118,262 E,133 29,614 4,716,479 134,1-13 134,17S

TOT;,LS 8,5,Y3 72511i 52,r8 1,271,671 41,11,313 1,733,6[16 1,733,646

L./X.4f (74) R

2ATH 10,16 617 32 9) 0,572 808 8,093

C en

TOTALS

122,(e6 61) 32- 90 osa 3,033

gAD TOTAL
12,164,391 1,2/6,718 1339,713 1,619,S 501,11' 2,9[13,5 2,436,669
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TOTALS

35,951
403 231

CP,111 TOTAL
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Imag.
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THREE-YEAR TRENDS AND ONE-YEAR OPERATING CYCLE
(WITH CURRENT YEAR TRANSPARENT OVERLAYS)



APPENDIX: II DETAILED GRAPHICAL ANALYSIS OF
INDIVIDUAL CUSTODIAL HELPER TITLES:
TOTAL EQUIVALENT HOURS PAID,
TOTAL HOURS WORKED AND VALUE INDICATOR
THREE-YEAR TRENDS AND ONE-YEAR OPERATING CYCLE
(WITH CURRENT YEAR TRANSPARENT OVERLAYS)

The InformatIon utilized in preparing these graphs was assembled from

data presented in Appendix: 10 "and from computer generated reports requested

by the Project Management Team from the Production Control Unit of MIDP. Three-

year trend graphs were prepared for individual custodial helper titles for

fiscal years 73/74, 74/75, 7.5,...5. The 1975-1976 fiscal period was investi-

gated to identify the presence of any operating cycles. The transparent

overlays on the operating cycle graphs indicate hourly work patterns by

pay period for the first quarter just completed in the 1976-1977 fiscal year.

The primary usefulness of these graphs is in manpower scheduling by

the management of the Bureau of Plant Operation. The individual title

graphs do reflect, on the average, the graphs for all titles presented

in the main body of the report in Section IV, however in some titles there

are vast differences:

- In the Coal Passer title, examine the variation in total hours
worked by regular, part-time and casual employees; it
appears that the regular employees are more "casual" than
the casual employees, also there is a disturbing peak in
total- hours worked by regular employees in the June 12 pay
period, well past the height of the heating season

- In the Laundry-Bath Attendant title, note that there are no
part-time or casual employees and that the value indicator
very nearly indicates full value received (no overtime or
shIft-differential paid) over the 1975-1976 fiscal period.

For a full understanding of these variations, and for effective utiliza-

tion of the results uncovered, additional work with the Bureau of Plant

Operation will be begun.
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CUSTODIAL HELPERS:

LAUNDRY-BATH
ATTENDANT
HOURLY WORK PATTEFN BY
PAY PERIOD
1975-1976 FISCAL t

IOTAL EQUIVALENT HOURS
PAID

500 (Total hours worked adjusted for
hours worked on overtime bases arid
how, wcrked on shift differential
basis)0

3,500

3,000

2.000

1.500

1.000

500

0

1.00

0.95

0 90
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'Regular

13111 psrt

E.3 Casual

TOTAL HOURS WORK.ED

(Regular and extra-activ;ty hours)

VALUE INDICATOR
Total hours werked

Total ecKrdelerqhours paid



APPENDIX: 12

THREE-YEAR COMPARISON OF
EXPENDITURES AND APPROPRIATIONS
BY THE DIVISION OF SCHOOL BUILDINGS
(NON-CUSTODIAL FUNCTIONS)
FOR 4=1/75 - 75/76 - 76/77 FISCAL PERIODS



.-1X: 12 THREE-YEAR COMPARISON OF
EXPENDITURES AND APPROPRIATIONS
BY TrE DIVISION OF SCHOOL BUILDINGS
(NON-CUSTODIAL FUNCTIONS)
FOR 74/75 - 75/76 - 76/77 FISCAL PERIODS

The relationship that exists between the Bureau of Plant Operation

and the Bureau of Maintenance with respect to custodial services is discussed

in this report. A three year budget summary,* for the Division of School

Buildings which includes the two Bureaus mentioned is also presented here.

The summary for the Bureau of Plant Operation does not include the budget

for custodial services, which was summarized and presented in Appendix: 4.

*This report was prepared for the Office of Deputy Chancellor on
October 19, 1976 by the Office of Budget Operations and Review.
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THREE YEAR COMPARISON OF EXPEND/TURES
AND APPROPRIATIONS FOR DIVISION OF SCHOOL BUILDINGS

(Non-Custodial Functions)

Attached are charts with detailed data on School Buildings for the past
three fiscal years.

Fiscal Year 1974/75
(A) Overall School Buildings costs for F.Y. 1974/75 ran a

surplus of $1,134,293.

(B) The final budget for 1974/75 iacreased by $6,898,090 over
the adopted 1974/75 budget (an increase of 10.6%). The
increase in funds was provided by (1) a lump sum of $1.3
Million to meet increased fuel prices and services require-_
ments, (2) surplus health insurance funds in the amount of
$3.0 Million to cover fuel deficits, (3) multiple other
adjustments in the amount of $2.5 Million.

Fiscal Year 197'5/76

(A) Expenditures were based on the AB of June 1976. No future
date can currently be- given for determining the final costs
incurred in 1975/76.

(B) Using the June A2 as a base, there is a tentative surplus
of $19,054,208. This amount will change when additional
costs are reflected In future AB reports.

(C) The final 1975176 budget showed a decrease of (-)$12,990,237
(-16.7%) over the 1975/76 adopted budget.. Funding decreases
resulted from Required Savings Reductions to Financial Plan .

Capital Fund cuts.

(D) The 1975/76 final budget decreased by (-)$7,245,081 from
the 1974/75 final budget (a decrease of 10.5%)...

Fiscal Year 1976/77
(A) No expenditure information is currently available for

School Buildings operations.

(B) The adopted budget for 1976/77 -'ecreased by (-)$1,514,885
over the final budget for 1975 -) (a decrease of 2.3%),
mainly due to Required Savings t.eductions to Financial Plan
Capital Fund cuts.

(C) Through EM-43, the 1976/77 budget has increased by $541,001.
This increase was a result of (1) $95,000 in increases for
Managerial Titles (EM-38), (2) $127,174 of Capital Fund School
Building cuts applied to fringe benefits, (3) $129,000 in
Collective Bargaining increases for Repair Shop Mechanics, (4)
$190,000 in other increases.
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SUMMARY OF DIVISL03 OF SCHOOL wIttrms (Xon-Custodial Functions).
APPROPZIATIONS & EXPEtiDITURES

Ti,REE-YEAR St:!.C.APY

'-

Adopted Modified (1976/77)

Fiscal Year Budget Final Budget Budget C!%ange Expenditures Surplus/Deficit

1974/75 565.171,275 S72,069,365 $ 6,898,090 i 70,935,072 $ 1,134,293

1975/76 77,814,521 64.824,284 (-)12,990.237 45,770,076 19,054,208

1976/77 63.309,399 $ 63,850,400 541,001 Unavailable Unavailable

1975/76 Final Budget Oecreated $(-)7,245,081 over the 1974/75 Final Budget (-)10.5:
1176177 Adopted Budget Decreased by $(-11,514,885 over the 1915/16 Final Budget (-) 2.3:

FISCAL 'CZAR 1174/75

Proram/Funccion

Adopted Budget
EM-5001

'Final Budget
EM-322 Change E.spenditures Surplus/Deficit

Educ. Facilities Planniug 1,037,336 $ 1,105,045 $ 67,709 $ 1,045,408 59,637

Design E. Construction 8,039,864 8,555,940 516.076 7,708,736 847,204

Oper. of Sch. Plants, Fuel
Mgt. and Motor Transport 13,159,392 17,711,888 4,552,496 18,837,432 (-) 1,125,544

Maintenance 43,148,545 44,858,350 1,709,805 42,481,510 2,376,840

Administratioa 437,024 489.028 52,004 861,986 (-) 372,958

Accruals (-) 650,886 (-) .650 886 (-). 650,886

Total $ 65,171,275 72,069,365 $6,898,090 5 70,935,012 $ 1,134,293

FISCAL YEAR 1975/16

Final Budget
EM-322 Change Expenditures Surplus/Deficit

Adopted Budget

?rogram/Functinn EM-5001

Educ. 'aciliries Planning $ 1.113,743

Design 4 Construction 8.375,385

Oper. of Sch. Plants, Feel
Mgt. and Motor Transport 14,610,111

%aiatenance 44.800,799

Administration 469,768

Lump Sum - Div. of Sch. Bldgs. 8,500,000

Accruals (.7) 55,289

841,158
7,393,190

21,045,525
34,851,142

748,558
-

(-) 55,289

$(-) 272,585
(-) 982,195

6,435,410
(-) 9,949,657

278,790

$ 781,197
6,869;855

18,895,049
18,689.626

534,349

59,961
523,335

2,150,476
"16,161,516

214,209
-

(-) 55,289

Total $ 77,814,521 $ 64,824,284 $(-) 12,990,23.7 $45,770,076 $ 19,054,208

FISCAL TEAR 1976/77

Adopted Budget Modd.f/ed Budget

PE22111alflpaction EM-5005 EM-43 Change Expenditures Sutplus/Deficit

Educ. Facilities Planning $ 841,568 $(-) 841,568 $

Design & Cnnstruction 7,393,450 7,851,178 457,728

Oper. of-Sch. Plants. Fuel
Vgt. and Motor Transport 22,879,270 22,882,145 2,875

Maintenance 34,660,156 33,046,394' (-)1.613,762

Administration 718,558 720,683 2,125

Required Savings
Capital $(-) 3,033.603 $ (-)500.000 $ 2,533,603 $

Required Savings
Tax Levy (-) 150,000 (-) 150.000

TOTAL $ 63,309,399 $ 63,850,400 $ 541,001 $

2 9 1



FM-322 rhenze rxtrmItturem Sarlux/refteic

S sa 02

rrtam1Mlunetteni FM-500I

E414:atiou31 Yrcintirs rInaning
2-30111

TotAL
$ 1 1'07,114 5 1,11152.:5

$ 1 1W, o45

s 67,704 S 1424%:F.14_
S ,1Osj:.0A

S 1 11k1.5.1b S e+7,709 $ Q,pt7

Design and C:nstructizn

6-11311 5 5,039,F:,4 S S ,5 o40 S 516 n76 5 7,70S,746 $Total S :1 w;,,, Sr,4 3 .4,5VS,Q.:1 ;: 5/6,176 s 7_,7:!,,73n $

Oper. of Sch. Planta, Fuel aocl
Manne.7cnt

5-32011
6-32311

$ 2,739,000
2.399,567

5 4,=10,350
1,719,933

$ 1,672,350
(-) 679,584

$ 4,511,902
1.539,886

SC-) 101,552
150,09731-52011 6,021,825 11,531,555 3.559,730 1: 7SL A44Total 5 13,159,392 5 17,711,z,35 5 4,552,496 1$ S(-) 1,15.544

Maintenance
5-53041 5 1,506,465 $ 1,673,422 $ 166,957 $ 1,798,053 $(-) 124,6315-33042 2,319,473 2,529,412 209,939 2.566,271 163,1415-93521 565,000 565,000 573,114 (-3 8,1145-93331 240,000 24,000 (-) 216,000 19.931 4,0695-93351 4,299,750 4,299,450 3,909,531 390,2196-31311 609,765 645,483 35,715 611,553 33,9336-33041 896,600 992,915 96,115 879.300 113,6156-33042 518.656 755,180 236,524 703,416 51,7646-53051 1,989,522 1,831,503 (-) 158,019 1,332,427 499,0766-33311 4,506,543 4,345,902 339,359 4,402,110 443,7926-33321 700,000 700,000 - 797,709 (-) 97,70910-90001 1,437,477 1,437,477 - 1,709,756 (-) 272,27930-90101 4,172,919 4,661,280 508,561 5,466,762 (-) 785,48210-90201 5,517,252 6,008,103 490,851 5,815.026 193,07730-99051 5030,400 5,330,400 - 4,600,055 730,34530-99311 96,000 96,000 - 52,684 43,31630-99321 1.135,000 1,135,020 828,316 306,68430-99351 7,307,523 7,207,523 6,615,496_ 692,027'Total 5 43.148,545 5 44,853,350 5 1,709,805 S 42 481 510 S 2,376,840

Adeinlatration
6-11311 S 437,024 $ 489,025 5 52,006 S 661 986 S(-) 377,950Total S 437,024 5 489,028 5 52,004 S - 861 966 S(-) 372,958

Accruals

5(-) 650.886 5(-) 650,886 5 $(-) _650,886
Sec Total 65,171,275 $ 72,069,365 S 6,896,090 S 70,935,072 $ 1,134,293

FISCAL TEAR 1975/76

Adopted Budget Final BudgetProgram/Function
,M-5005 EI-229 Change Expenditures Surplus/DeficitEducational Ficilities Planning

2-30311
1,113,743 S E41 158 5(-) 272 585

--4.. S 781 197 5 59,961Total 1,113,243 $ 841 159 5(-) Z72585 5. 781 197 5 59,961

Design and Construcurion

6-21111
5 8,375,385 5 7 393 190 $(-) 982,195 5 6 E69 855 521,335Total $ 8,375,385 5 7 393 190 $(-) 982,195 5 6 369 855 S 523 335

Oper. of Sch. Plants, Fuel and
Management

5-32011
$ 3.095.650 $ 5,227,670 5 2,132,020 5 4,711,300 $ 516,370

6-32311
2,494,415 2,373,730 (-) 120,685 1,286,596 1,087%124

31-32011
9,020,050 13,464,125 4,424075 12 897 153 546,972Total 5 14 610 115 5 21 045 525 c 6,435,410 5 18 895 049 5 2,150,476

Maintenance

5-33041
$ 1,685,180 $ 1,720,214 $ 35,034 $ 1,085,023 5 615,191

5-33042
2,541,450 2,362,042 (-) 179,408 2,049,441 312,601

5-93321
565.000 565,000

199.809 365,191
5-93331

24,000 24,000 - 6,115 17,885
5-93351

4,299,750 2,474,750 (-) 1,825.000 1,641,322 833,428
6-31311

654,808 680,087 - 25,279 531,142 148,945
6-33041

985,570 820,350 (-) 165,220 585,955 234,395
6-.33042

757,309 733,346 (-) 23,963 631,498 101,848
6-33051

1,831,503 1,241,503 (-) 590,000 611,958 629,545
6-33111

4,723,234 4,467,652 (-) 255,582 4,069,117 398,535
6-33321

677,700 677,701 . -. 314,037 363,663
30-90001

1,437,477 347,477 (-) 1,090,100 139,721 207,754
50-90101

4,717,091 4,748,163 31,072 2,095,002 2,653,161
30-90201

6031,804 5,956,075 (-) 75.729 26,461 5,929,614
30-99051

5,330,400 329,400 (-) 5,000,000 153043 177,057
30-99311

96,000 96,000 - 9,275 86,775
30-99321

1,135,100 1,135,00 - 345,141 789,859
30-99351

7007,523
(,,-) 816,140 4,195,314 2,276,959Total 5 44,800,719

_±,A11.081
$ 3n,x51,142 $(-) ,049,162 5 111 f,R9,G25 $ 15 161,516



..$oxist. raiser o ) at 4.)
APPROPRTATICNS AND EXPE70/TURES

F:SCAL YFAR :175/76

Adopted Bu,iget
r!-50,35

Final Budget
FX-222 Change Esnenditures Surnlus/reficit

Frn;.r,7/Func:icn

Adstnistraticn
6-11311 469,768 $.- 748.558 5 278,290 $ 534,349 214,209Total 463,763 5 748,558 5 278,790 S 534,349 S 214,209

Lunp Sun - Div. of Sch. 31dg3.
6-11001 5 8,500,000 S(-) 8,500,000 S

Total $ 8,500,000 5(-) 8,500,000 $ 5

Accruals $(-) 55,239 S(-) 55,289 S S(-) 55,289

Net Total $ 77,814,521 S 64,824,234 5(-) 12,990,237 S 49,770,076 S 19,054,208

F1S0AL YtAR 1976/77

Adopted audget Modified
?rogran/Function' EX-5005 Budc.et EM-43 Mange

Educational Facilities P1annin3
2-30311

Total

Design and Construction

S 841,568 S S(-) 841,568
S 841,568 $ $(-), 841 568

6-21311 7,393,450 S 7,851,178 S 457,728
Tztal 5 7,393,450 5 7,951,178 $ 457,728

Oper. of Sch. Plants, Fuel and
maaagemene

5-31011 $ 5,227,800 $ 5,227,800 $
6-32311 2,359,445 2,359,445 - .

31-32011 15,292,025 13,294,900 2,875
Total 3 22,879,270 S 22 882 145 5 2,875

e

Maintenance
5-33041 S 1,720,344 S 1,518,773 S(-) 201,571
5-33042 2,312,549 2,346,424 33,875
5-93321 565,000 565,000 -
5-93331 24,000 24,000
5-93351 2,474,750 2,474..750 -
6-31311 681,737 686,101 4,364
6-33041 1,005,350 750,220 (-) 255,130
6-33042 721,838 632,348 (-)t 89,490
6-33051 1,056,503 927,503 (-) 129,000
6-33311 4,468,037 4,378,907 (-) 89,130
6-33321 677,700 373,645 (-) 304,055

30-90001 337,477 337,477 -
30-90101 4,751,438 4,107,822 (-) 643,616
30-90201 5,830,650 5,890,641 59,991
30-99051 330,400 330,400 -
30-99311 96,000 96,000 -
30-99321 1.135,000 1,135,000
30-99351 6,471,383 6,471,383

Total $ 34,660,156 $ 33,046,394 5(-) 1_,613.762

Administration
6711311 S 718,558 5 720,683 S 2,125

Total S 718,558 5 720 683 S 2,125

Required Savings - Capital $ 3,033,603 $(-) 500,000 $ 2,533,603
Required Savings - Tax Levy (-) 150,000 (-) 150,000

GRAND TOTAL 63,309,399 $ 63,850,400 S 541,001
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Pr..r.s/Functf,,,

..-20311 t FJC 11 t 1e3

6 F1,n14

5-32011

WV-1SW% OF SCHOOL 01111D114:81

FisCAL YFAK 1"74176:

AJortcd Yina ru4yt txpettdttiltv AUTitle ot Nrcri,q1,13 1:1-s001 ..11,..rfp 2/7n

Personal Services 5 1,UCF,,919 5 1,Vh3 245 5 1 Co0 443 s o2,797....--..?"...........L...-...
Coda 100 $uPplics 6 8.2teria1s-teneral 13.967 15,400 3,740 11,6e0Code 101 Frluting - - 12,756 (-) 1:,75t.Code 130 Instructional Suprlie. 975 1,500 1,5ed (-) d$Code 50 Equipment - 0enerj1 - - 17 (-) 12Code 301 Office Furnirste S Eu1;ment 2,500 1,100 1,991 (-) 691Code 339 Library Books 500 300 315 182Code 400 Contractual Services - General

283 (-) :elCode 401 Posta,:e
20 20 1 19Code 403 Office Supplies

450 400 558 (-) 158Code 404
Carfare.Trav.Exp.,hil.-611 Inc1usi4e 300 350 578 (-)Code .05 Travel Exp. Out of City 820 350 264 beCede 412 Rental of Miscellaneous Squipreca 5.280 13.280 14,513 (-) 1,233Code 419 Prof. Tech. 6 Consult. Svces. 2,400 8.900 6,231 669Code 490 Specie: Services 225 - 92 (-) 92Code 496 Tuition Expenses . - 30 (-) 30

Operation of School
Plants, Fuel Manage-

4 Motor Transp.

OTT'S - Total S 30 337 5 41 80D S 44 960 $(-) 3,160

Function Total $ 1,037,336 $ 1,105045 $ 1 045 408 $ 59,637

PROGKAM TOTAL S 1,037,336 $ 1105.045 $ 1,045,408 5 59,637

Personal Service - Total $ 183 300 $ 224 400 $ 196 705 5 27,695
Code 402 Telephone i Others

9 (-) 9Code 404 Carfare, Traveling Exp.
89 (-) 89Code 337 Textbooks - 23 (-) 23Coda 338 Library Books

324 (-) 324Colc 600 COnCrucCua: Services
7,500 (-7 7,500Code 100 Supplies 6 Materials - General - - 1,795 (-) 1,795Code 101 Printing - - 152 (-) 152Code 109 Fuel Supplies 2,210,110 3,641,360 4,123,129 (-) 281,769Code 169 Bldg. 4 Maintenance Supplies 344,590 344,590 175,464 149,126Cods 111 Audio-Visual Supplies - - 135 (-) 135Code 120 Instructional Supplies
1,412 (-) 1,412Code 300 Equipment - General
4,331 (-) 4,431Code 330 Instructional Equipment
834 (-) 0;4

5-33041 Repair Shop

OTPS - Total 5.1,55c2_,102 $ 4 185 950 $ 4 315 197 SC-) 129,247

Function Total $ 2 738 000 $ 4,410,350 $ 4 511 902 $(-1 101,552

Personal Service - Total $ 810 C65 $ 877 022 5 829 932 5 47,090
Code 100 Supplies 6 Materials - $ 1,290 $(-) 1,290Code 130 Instructional Supplies - 1,940 (-) 1,940Code 187 Kitchen Utensils

79 (-) 79Code 300 Equipment - General
65,703 (-) 65,703Code 305 Motor Vehicle Equipment - - 1,491 (-) 1,491Code 169 Bldg. 6 Maintenance Supplies 594,650 679,650 842,493 (-) 162,1343Code 403 Office Services 101,750 116,750 55,125 61,621

5-33042 Wages - Repair 51"on
Mechanics

OTT'S - Total $ 696 400 $ 796 400 S 968 121 $(-) 171,721

Function Total $ 1,506,465 5 1,673,422 5 1,798,053 $(-) 124,631

Personal Se'rvice - Total 5 2 319'473 $ 2,529,412 $ 2,246,271 $ 163,141

Function Total 5 2,119,473 5 2,521,412 $ 2,356,271 5 161,141

2 9 t



Fouvtl..a,)
iSioN 01-4041,4 pdt11,01.;.!..:

rMi 1474/75

Freoram/Fueeti:m Line or Code Title or re'cription
Adopted fu,dget

Lm-5001
-

3

-

11."-iZ

Final fod,e Exper,jiturc

$

$

$

AB
XenIft ../70

3,464

2:i7171

3.113

1:2.!
16.534

120
207.350
312.438

577 1/4

57.12.1.2 /

Suroloa/r,ifoit

$(-) 3.464
(-) 74
(-) 217
(-) 1.933
(-) 2.131
(-)

IC/Z(-)

(-) 202
(-) 443
(-) 3.113
(-) 12,946
(-)

(-)

(-)

11:672,iii

5-93321

5-93331

Bureau of Maintenance - Furniture 2rocure-="ut

Code 100 Supplies 6 Materials
Code 101 Fainting
Code 111 Audio Visual Suppliea
Code 130 Instructional Supp/ies
Coda 169 Building and Maintenance
Code 300 Equipment - General
C440 337 Textbooks
Code 338 Library Books
Code 369 Food Service Equipment
Code 400 Contractual Service
Code 403 Office Services
Code 403 Repairs - General
Code 412 Rental of Hiscellaneou% Suip=ent
Code 361 Office Furniture & Equipment
Cade 330 Instructional Equipment

0111 - Total

Funemiot, Total

Bureau of Maintenance - Minor Improvements gepair

Code 169 Building & Mainterunsee
Cale 301 Office Furniture
Cole 305 Motor Vehicle Equipment
Ccde 300 Equipment - General
Code 330 .InstructionaI Equipment-

$

-

-

110.000
455.000

--:---.^..-

.S____104.....0

1_V-s-9.22

$' -
-
-

0.000
1.000

$ 565 000 $(-)

$(-)

8,114

8,114$ 585 000
-

$

- .

120,000
120.000

44
1.015
4.309
7.501
7.062

B('")

(-)

(-)

44
1.015

. 4,309
4,499

4.938

aT88 - Total $ 240 000 $ /9 931 12
Function Total S 240 000 a $ 19 931 4069

5-93351 Bureau of Maintanance - Contract Maintenance ?fogs=

Code 301 Office Furniture & Equippe $ $ $ . 364 $(-) 364
Cod 330 Instructional Equipment 1.416 ( -) 1,616
Cods 460 Contractual Services/ - - 401 ( -) 401
Code 405 Travel Expenses - Odt of City - 200 (-) 20C
Code 408 Repairs - General 4.299.750 4.299.750 3,906.950 392.800

----.^.--
ern Total $ 4 299 750 1_4:1229243a $ 3,122-1-33,1 $ 390,219

Funet160 Total 3 4 299 750 L122.99,2_42 $ 3,909.911 $ 390 219

PROGRAH TOTAL $ 11 66B 691 13 301 934 $ 13 178 882 323,112.



FiTCAL YFAR re!.-1975

Title or Descri2L1:n

6-11111 Executive Director

Personal Service

6-21311

6-31311

101 Printing

169 building 6 Xsictenance

300 Equipment - Ceocral
490 Special Services
498 Tuition Expenses

100 Supplies 6 mzterfals - Cenwral

130 Instructional >unties
301 Office Fure/cure Equi7ment

400 Contractual services -"Ceucral
401 restage
AC2 Telephone 4 Other CommL:nicatons

403 Office services

404
405 Travel Expenses Out of City

412 Rental cf Miscellaneous ':quipment

Carfare - Travel Expenses. mileage

USign and contruction

Personal Service Total

337 Textbooks
419 Professional, Tacl.")leal

Allowance Local

AJcpted F.aget Final Audet rsornaicure AS

EM-c(911 P.4-422

157,724 $ 159 7,i g Isci 603 5 15

- 36.613 (-)
401 (-1

75 (-1

- 136.714 (-)

- 175 (-)

76,900 76,900 68.932

2,000 2,000 38.166 (-)

4,500 4,500 3,129

7,750 7.750 914

43,900 43,900 50.460 (-)

60,500 110,500 9$.297

6,1300 8,000 59,924 (-)

65,000 65,000 203,167 (-)

2,000 2.000 1;262

8,750 8 750 5 60?

OTPS - Total S 279 300 5 329 300 -5---------1(7'tql 'S(-)

Function Total S

----/--4-i-e-

437,024 5 489 p26 s 861 966 S(-)

OTPS - Total

Function Total

Plant Operations 4 Maintenance

Personal Service - Total

100 Supplies and i.lateriale

301 Office Furniture 6 Equipment

330 Instructional Equipment
400 Contractual Services
402 Telephone and Other ConnunIcations

404 Carfare - Travel Expense. . Miles!. Allowance - Local

405 Travel Expenses - Out of City

423 Beat, Light and Power

490 Special Services

6-32311. Operations of School Plants, Fuel Management 4

Motor TranaPort

6-33041

Personal Service - Total

100 Supplies & Materials General

101 Printio8
130 instructional Supplies
187 Kitchen Utensils
301 Office Furniture & Equipment

330 Instructional Equipment

400 Contractual Services

403 Office Services
105 Automotive Supplies S Materials

109 Fuel Supplies
169 Building 4 Maintenance Supplies

300 Equipment - Ceeecal

305 Motor Vehicle Equipment
407 Repairs to Motor Vehicles

412 Rental of Miscellaneous Equipment

423 Nest, Light snd Power

Repair Shope

Personal Servi.c4 14t42

100
130

11)0
reflect./

301 nftice Furniturt I Elu1Prant

169 tuildinr 6 Mlintrnence Suppliee

403 Oiiice 7,evicen

Surplice 6 MAtetiolis -
inetructionnl Suporej

reneral

OTPS - Total

Function Total

OTPS - Total

FunctiAl Total

296
nrrc - rnolt

S_ 8A39,866 5 8 555 940 770305j 5

36,618
101

75
126,716

175

8,068
36,166
1,321

6.836
6,560
14,203

51,824
135,767

738
3 143

372 433

37, 95S

852 858

29 (-) 29

_(-) 5,625

S(-)
5,654

847 204
8,039.864 S 8 555 940 1._7_12.91,121 s

609,763 645 .153

5

609,765 $

5 110 153

2. 597 (-) 2,591
- -

1,362
(-) 1,362

68 (-) 68
13 (-) 13

20,251
(-) 20,251

19 (-) 19
51.660 (-) 51,660

253

76,223
-------------1.---

645 ,"83 611 553

626,767 S 671 933

55,000 60,000

955,325 221,575

519,475 523,475

30,000 30,000

60,000 60,000

20,000 20,000

111,000 111,000

22 000 22 100

S 1 772 Roo s 1 048 050

881 (-)

70 (-)
1,olo (-)

12 (-)

77 (-)

65 (-)

383 (-)

10,390 (-)

28,410
208,322
522,827

9,367

52.114
6,857

125.284 (-)

e

2,399,567 1 719 993 5 103e_alt $

331 900 5 152 915

510.500
5 4 !

tom

Viinc0011 T,ItAl A unb Pno

-

574,5C0
6% wl-

h611

33 930

96,273

881
70

1,010
12
77

65
383

10,398
31,990
13,204

648
20.633
7,886

13,143
14,784
22 000
81 824

180 092

S

12,129
392

252
200

422.Als

-do 14h

2112

(-)
(-)
(-)
(-)

34 781

17,129
192

252
701)

96,801
4.



FINCAL Tt4 14

Titl, 0; al:, r.1-t

6-33042 ,s - ir Sh4r1

PQrSat,A1 S,tV1,:v
... T....41

FulicCiOn Tatel

6-330S1 Zare.,,, of Malntcnance -.Cataract
Maintenanct Prc.4ram

6-33312

Ccie 40
Contractual S:Tvices

Ccie 406 R.:pairs - Ccneral
Code 119

Prof.-Tech. A Consultant. ServicesCade 10 31d5, 6, Maintenance Supplies

OTT'S - Tots1

Function Total

'Bureau of Maintenance - Mainiscrative

Persomal Service - Total

CoJe 100 Supplies 6 Material

03P5 - Total

Function Total

6-33321 8w-eau of Maintenance
Furniture Procurement

Program

Cod. 100 Supplies 6 Materials
Code 101 Printing
Code 111

Audio-Visual Supplies
Ccde 130

lastructioaa1 SuppliesCode 169 Building 6 Maintenance SuppliesCode 187
Kitchen Utensils

Cc4e 303
Equipment - Ger.mral

Code 338
Librarr Books

Code 400
Contractual Services

Code 408 /*pairs - General
Code 301

Office Purnitute 6 EquinmentCods 330
Instructional Equipment

OVA - Total

Function Total

PROGRAM TOTAL

30-90001 Minor Aepair - Maintenance

Personal Service - Total (Lump Sum)

Coda 408 Repairs - General

OTPS - Total

Function Total

1.-90101 Repair Sh6p

Persooal Service Total

Code 100 Supplies 4 Materials
Cod. 130

Instructional Supplied
Cod. 300 Equipment General
Code 159

Building 6 Maintenance Supplies
Code 403 Office Services

OTPS - Total

Function Total

c,1 14,4:c

-;(19j
i:,,,1 e.!,vr.

i.1::.3.2L

$ 755,1O0

t4F,1itur,
A.1:zrt ..!/76

$ 701,41u

Aa

Sarrlu4f1,,t1I4

,.? 51s,b56
$ 51,7v4

S 51s,!,56 S
755,1f.0 $ 703,41u $

51,764

$
84 $(-) 84785,522 1,827,503 1.239,974

567,5294,000 4,000 87
3.9131,200,000

92,282 (-) 92.282

$ 1,999,522 S 1,631,503 5 1 332 472 S 499,076
$ 1,969,527 $ 10_31,533 $ 1,332,477 5 499,076

$ 4,506,543 $ 4,645,502 S 4,400,912 S 444,990
$ -, $ 5 1,198 SC-) 1,198-
S - 5 S 1,198 4(:Y 1,198
$ 4,506.543 $ 4,945,902 S 4,432,110 $ 443,792

$ $ $ 37,763 $(-) 37,763
15 (-) 15

570 (-) 570
1,893 (-) 1,893-
418 (-) 415
34 (-) 34

318 (-) 318
3,943 (-) 3,943-

16,601 (-) 16,601- - 21,957
C.-) 21,967150,000 150,000 155,158 (-) 5,158550,000 550,000 559,029 (-3 9,029

S 700 COO S 700,000 S. 797,709 SC-) 9s---7 709-
3 700 000 5 700,000 3 797 709 S(-) 97,709
524,097,741 S 20,535,934 S 18,837,123 S 1,6?8 911

4 000

5 637 477 1,37,477 5
S(-1 272,279

5 637 477 $ 1,437,477

,1,709,756

5 1,709,756 5(-) 272,279
5 1,437,477 $ 1,437,1.77 5 1,709,756 $(r) 272,279

5 2tp34.419 $ 2,217,780 $ 2,062 556 5 155,224

4 - . L $ 1,420 5C-) 1,420,..-
2.700 (-) 2,700- - 194,570 (-) 194,5701.831,150 2,106,750 3,048,923 (-) 942.173306.750 356,750 156,593 200,157

5 2,138.500 S 2 45),500 S 3,404,205 $(-) 940,716
S 4,172,919 $ 4 (,A1 250 S 5,446,762
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AwleTtea hoJA.4 FluAl rwi,c Ext....aims,. AB
Frvrt.soklranclion C,Je Tttlr vt Irt%+:: 1%.,!,2ph

30-90201 U.,te. - keptir Shop -

Feryee..1 SeLyie, - let,1
1:--:!..Ailt;AZ $ e-_,i10,S., 1..) .1 3 p`e, $ 143 077

Funct1,1 Teta: $ :5:7 252 $ inA103 s 5,$15,U16 $ 193 U77

3-0- 5051 Bureru of M..inten.Ince - Contract MaintenAr:d

Cede 163 3u11'ing 4 Mainte,,,:e 5 5 1q8 $(-) 19S
Cede 301 Office Furniture 1 Equipment 11,964 (-)

-Cede 473 Heat, Lignt ini r.ver 560 (-) 960
Code 4CS Repalrs - General 5,330,400 5,330.400 4,556,933 7+3,467

OTPS - Total $ 5,330,400 S 5,330,400 5 4,600,055 $ 730,343

Fuiction Total 5 5,330,400 $ 5,330 400 $ 4 $00 055 7)0,345

10-99311 Bureau of Maintenance - Minor Icprovemdtt

Cede 100 Equipcent - General 5 46.030 5 48,000 5 12,737 5 35,263
Cod. 33U Instructional Equipment 43,000 48,000 39,947 6,053

OTPS - Total $ 96 000 5 95,000 5,312611 43,316

Function Total $ 91,000 $ 96 000 5 52 684 43,316

30-99321 Bureau of Maintenance - Furniture Procurement

Code 111 Audio-Visual 5 4 $ 665 5(--) 465
Coda 100 Supplies 6 Materials 6.625 (-) 6,625
Code 101 Printing 24 (-) 24
Code 130 Lnstructional Supplies 1,294

(-) 1,294
Code 169 Building & Lantenance - 35 (-) 35
Code 408 Repairs - General - - 27.876 (-3. 27,976
Code 300 Equipment - General 236,394 1,110,462 114.103 996,359
Cade 301 Office Furniture 632,287 4,535 272,360 (-) 267,822
Code 330 Instructional Equipment 266,319 20,000 393,304 (-) 373,304
Code 337 Textbooks - 1.190 (-) 1,190
Code 338 Library Books - 47 (-) 47

Coda 369 Foo,.. Service Evipmett 6,466 (-) 6,466
Cods 407 Repairs to Motor Veb. 4,527 (-) 4,527

OTPS - Total $ 1,131,000 S 1 135 000 5 828 316 S 306,684

Function Total $ 1,135,000 5 1,135,000 5 828 316 5 106,684

30-19351 District Contract Repairs Program

Code 100 Equipcent - General $ 5 - $ 343 SC-) 343
Code 301 Office Furniture - 3,451 (.) 3,451
C aie 330 Instructional Equipment 13,268 (-3 13,268
Code 400 Contractual Services 2,127 (-) 2,127
Code 403 Office Services - 2,465 (-) 2,466
Code 408 Repairs - General $ 7,307,523 7,307,523 6,593,84a 713,682

OM - Total 5 7 307 523 5 7 307 523. $ 6 615 496 S 692 027

Function Total 5 7,307,523 S 7 307 523 5 6 615 496 5 692,027

PRO=AM TOTAL S 24,996,571 $ 25,995,783 S 25,088,095 5 907,688

31-32011 Operation of School Plants, Fuel Manage-
ment and Rotor Transport.

Persons/ Service - Total 5 552 325 5 680 055 5 658 151 S 21,904

Code 100 Supplies 4 Materials 5 5 $ 260 $(-) 260
Code 130 Instructional Supplies - 9,47- (-) 9,477
Code 187 Kitchen Utensils -
Code 300 Equipment - General 4,065 (-) 4,065
Code 330 Instructional Equipment - - -
Code 400 Contractual Services 689 (-) 689
Code 109 Fuel Supplies .6,458.000 9,900,000 11,891,600 (-) 1,991,600
Code 169 !Wilding 6 Maintenance Supplies 1,001,300 1,001,500 221,402 780,098

OTP$ - Total 5 7,467,000 s lo,9ni,ow s 12 127 493 .5(7.1 1,225,993

Function Total 5 A nn n25 s 11,2$11 555
:.--....---

1.1211H%A.44. SC-) 1.22AJF0--------17

PKW;RAM TO1AL S .S.°2_1,

npnss PHC/(RAM S 6510t2,161 5 72,720,251 $ 70.9)0,072 5 1,785,176lain AL.-ru,,1.1 (-) w.0,J.186 (-) W00,1484 - (-) /,,u0o16

NIT 10TAL 77"9.m s 7no); 07: 4 1,114,191
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01V1:7101, OF i:CUOII,VVIIIIMS

FISCAt TF.AN 1/7'-lq76

:tile or Pe4sr!o!i,o
Adopted 14o4et Fitol I.Nrer4iiute

IM-'5105 s-:10
2-10)11- Fs1i3nal F3o1litics

Sw11.1,-/Perlrit'

Personal Service - Total $ 1,076,u:6 $ ,$11,036 $ 7bc,CS 52,601

l0C Supplies 4 Materials - central 13,5o7 6,152 7Z7 5,425
101 Printing - - 2,330 (-) 2,330
130 Instructional Supplies 95 975 463 512
301 Min- Furniture 4 Equipment 2,1'0 2,500 2,500
338 Library Books 500 500 531 (-) 31400 Contractual Service. - - 130 (-) 130401 Postage :0 20 - 20403 Office Supplies 450 450 3:6 124404 Carfare - Travel Expenses, Mileage Allowance - local 130 ' 300 130 170405 Travel Expenses - Out of City 8:0 820 - 320
412 Rental of his:ell/menus Fquipment 8,280 8,280 7,2:3 1,057419 Professional, Technical S Consultant Services 8,900 3,000 3,150 (-) 180490 Special Services 225 225 887 (-) 662
911 Imprest Fund Advance - 2:5 (-1 225

OTPS - Total 5 36,637 5 23 222 5 16,15: $ 7,070

Function Total $ 1,113,743 $ 841 15R 5 781,197 $ 59,961

5-32011 Operation of School Planta

Pursonal Service - Total

Program Total S 1,113,743 $ 841 158 5 781,197 S 59,961

$ 224 700 $ 231 720 S 2082108 23,_412

402 Telephone 4 Other Communications
404 Carfare - Travel Expanses
337 Textbooks
338 Library Books - -
400 Contractual Services - General - -
100 Supplies 4 Materials ... General . 11 (-) 17
101 Printing - .. 13 (-) 13
109 Peel Supplies .2,541.360 4,666,360 4,183,315 483,045
169 Funding 4 Maintenance Supplies 329,590 329,590 315.557 14,033
130 Instructional Supplies - - 3,410 (-) 1,410
00 Equipment - General - 132 (-) 112

330 Instructional EquiPmeut - 548 (-3 548
OTPS - Tocal 5 2 870 930 5 : 995 950 $ 4,5022992 5 492 958

Function Total S 3,095,650 $ 5 227 670 $ 4,7122300 S 516 370

5-33041 .Repair Shops

Personal Service - Total 5 888 780 5 923 814 $ 811 071 S 112 743

100 Supplies 4 Materials - General 712 (-) 712
130 Instructional Supplies - - 1,124 1-) 1,124
187 Kitchen Utensils - - 11 (-) 11
159 Building 4 Maintenance Supplies 679,650 679,600 194,096 485,504
403 Office Services 116 750 116 800 78 009 38 791

OTPS - Total S 796 400 5 796 400 5 273 952 5 522 448

5-33042 Wages - Repair Shope Mechanics

Personal Service - Total

5-93321 furesu of Maintenance Furn. Procurement

Function Total 1,655,180 5 1 720 214 5 1,085,023 5 635 191

$ 2 541 451 5 2,362,042 .5 2,049 441 5 312 601

Function Total 5 2 541 450 5 2 362 042 5 2_,049,441 5 312 601

100 Supplies 4 Materials - General 5 $ 5 1,841 5(-) 1,841
101 Printing 140 (-) 140
111 Audio Visual Supplies 175 (-) 175
130 Instructional Supplies 1,582 (-) 1,582
169 Building 4 Maintenance Supplies 2 (-) 3
300 Equipment - General 13,207 (-) 13,209
369 Food Service Equipment 614 (-I 619
400 Contractual Services 106 (-) 106
401 Office Servicea - - 9,401 (-) 9,401
1015 Repairs - General - - 5,6E6 (..) 5,856
311 Office Furniture 4 Equipment 110,100 110.000 74.511 15,987
110 Instructional rquipment 4,(.(4 Gi'',.,!O 'i), ,3 142_062---

, OTPS - Total S :,55 Lo) I As wm ....5 1.I9,i:O7

Function Total

299
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FISCAL \TAR 1975-1rA

rrarjam/Fnncrian Co.!e Title or 0eAtriptlon
Adopted Bsulget Final Dn.lext 'Expenditure AB

1 m-',00 R.'r t Jp Iliefte t

5-93331 Bure4u of Maintenance - Minor Improvements 4 Repairs

300 Equipment - Central $ 12,000 $ 12,000 $ 160 8 11,840_330 Instructional Equipment 1: 000 12 001 5,04% h 045
OTPS - Total 5 24 000 S :4,000 $ 6,125 $ 17,885

Function Total S 24 000 5 24 000 5 6 Ils 5 17 885

5-93351 Bureau of.Maincenance Conc-act /faint. r -g.

463 Office Services - $ - $ ...
25 25

408 Repairs - Central 4,299,750 2 474 750 1 641 833 453
1....._.11221,750 $ 44 750 S 1 641 J.. , 833 428

Function Total S 4,299,750 $ 2 474 750 $ 7,,641a322 C 833,428

Program Total $ 12,211,030 S 12,373,676 $ 9,693,010 $ 2,680,666

6-11001 Lump Sum Allowance for Increased Cost of Fuel
$ 8,500,000 $

Function Total $ 8,500,000 S

6-11311 Excutl.ve Director

Personal Serv*.ce - Total 4 14ota44 4 189 258 S 98 039 .$ 91,219

101 Printing 16,337 (-) 16,337
169 Building and Maintenance Supplies 96 (-) 96
330 Instructional Equipment 332 (-) 332
490 Special Services 147 (-) 147
498 Tuition Expenses - - 85 (-) 85
412 Eental of NIscellaneoua Equipment 8,750 8,750 4,171 4,579
100 Surplice .1 Ibterials - Cnceral 76,900 76,900 50,113 26,787
130 Instructional Supplies 2,000 2,000 4,352 (-). 2,352
301 Office Furniture & Equipment 4,500 4,300 756 3,744
400 Contractual Ser.,':es - General 7,750 7,750 721 7,029
401 Postage 43,900 43,900 24,000 19,900
402 Telephone A Other Communications 90,500 140,500 100,266 40,234
403 Office Services 8,000 8,000 6,987 1,013
404 Carfare - Travel Expenses

. 65,000 265,000 162,519 102,481
405 Carfare - Travel Expenses Out of City 2,000 2,000 428 1,572

.(-)
911 Impreat Fund Advance - - 65 000 65 000

OTPS - Total S 309 300 S 559 300 S 436,310 S 122 990

Function Total $ 469,768 S 748 558 S 534,349 S 214,209

6-21311 Design and Construction

Personal Service - Total $ 8,375.385 $ 7 393 190 $ 6 869 757 $ 523 433

300 Equipment - Central 98 (-) 98
OTPS - Total S S 5 98 $(-) 98

Function Total $ 8,375,385 S 7 393 190 S 6,869,855 3 573,335

6-31311 Plant Operations 6 Maintenance

Personal Service - Total 654 808 S 680 087 S 507,967 S 172,120

169 Building end Maintenance Supplies 20 (-) 20
400 Contractual Services 15 (-) 15
402 Telephone 4 Other Communications 10 (-) 10
404 Carfare - Travel Erpenees 111 (-3 111
423 Neat, Light 6 Power 22,894 (-) 22,994
490 Special Services 125 (-) 125

OTT'S - Total 23 175 $(-) 21,175

?unction Total 654,808 s 68r.,(10,7 s 531042 S 148,945

3 0 0



(,,
TISCAi. ws:02.76

Progrom/Fuuetiul Title or H,oeri,c!on

6-32111 OPrr, of Sch. Plant - Fuel Hangt. 6 Hotor Transport

AJoptrd Final 140got Fxpenaittirv AF
rm-5ons Fm-: ki eport 6/N, S.rplos7Pe(1,1t

Personal Service - Total S
EIL.1$21... $ 66Lin $ 5,10,440 $ 77,740

100 Supplies 6 Materials - General - . 592 (-) 592130 inacr:ctional Supplies
139 (-) 139400 Contractual Services - 1,144 (-) 1,144403 Office Services

- 13,843 (-) .13,843105 Automotive Supplies 6 Materials 60,000 60,000 66,313 (-) 6,313109 .Fuel Supplies 1,021,575 1,029,075 170,556 858,519169 Building and Maintenance Supplies 498,475 373,475 : 292,0'19 81,376300 Equipment - General 30,000 30,000 152 29,848.305 Motor Vehicle Equipment 60,000 60,000 - 60,000407 Repairs co Motor Vehicles 70,000 20,000 7,075 12,925412 genial of Miscellaneous Equipment 111,000 111,000 131,537 (-) 20,537423 Heat, Light 6 Power 22,000 22,000
-

11, 10,044;;16,911 Imprest Fund Advance
- 750

OTPS - Total $ 1,823,n50 $ 1 ;05 550 $ 696,156 $ 1,009.394

Function Total $ 2,494,415 $ 2 373 730 $ 1,286,596 5 1,037,134

6-33041 Repair Shops

Personal Service - Total 345,570 5 365 350 5 351,964 $ 13,386

911 Imprest Fund Advance
12,300 (-) 12,300100 Supplies 6 Materials - 6eneral

903 (-) 903130 Instructional Supplies - 21 (-) 21101 'Printing - - 10,000 (-) 10,000169 Building ant, Maintenance Supplies 574,500 389,500 149,148 240,352403 Office Ser-Aces 65,500 65 500 61 619 3,881'
OTPS - Total $ 640,000 S 455 000 $ 233 991 $ 221,009

6-33042 Wages - Repair Shop Mechanics

Personal Service - Total

6-33051 Bureau of Maint. - Contract 'faint. ?rag.

6-32311

YUnetion Total 5 985 570 $ 820 350 $ 585,955 5 234,395

757 309 $ . 733 346 5 631,498 5 101 848

Function Total $ 757,309 $ 733 346 5 631,498 5 101,848

600 Contractuel Services $ - $ - $ 25,546 $(-) 25,546608 .Repairs - Ceneral 1,827,503 1,177,503 585,430 592,073419 Professional, Technical and Consultant Services 4,000 4,000 982 3,018450 Contract Services - Wildest . - 60 000 - 60,000
OTPS - Total $ 1,831.503 5 1 241 503 5 611,958 5 629,545

Buresu of MsiOt. - Administration

Personal Service - Total

300 Equipment - General

6-33321 Bureau of Maine. - Furniture Procurement

function Total $ 1,831,503 5 1 241 503 5 611,958 $ 629,545

$ 4,723,234 5 4 467 652 $ 4,069,019 5 398,633

98 (-) 98
OTPS - Tricia $ - S 5 98 $(-7) 98

Function Total $ 4,723,234 5 4,467,652 5 4,069,117 5 398,535

100 Supplies 6 (aterials - General $ $ $ 6,198 5(-) 6,198
101 Printing

-
111 Audio Visual Supplies

4 (-) 4
130 Instructional Supplies 376 (-) 376
169 Building and Maintenance Supplies 71 (-) 71300 General Equipment

10.588 (-) 10,588
338 Library Books - - 533 (-) 533
400 Contractual Services - - 163 (-) 163
330 Instructional Equipment 532,400 512,400 181,701 350,699
301 Office Furniture and Equipment 145000 145 100 114,1.1()3 10,R97

OT1,5 - Total 5 677,7222 5 677 700 5 114,017 5 3G1 G63
function TntAl $ h77,7nn 5 n77 7o0 5 314 017 3 161,Gbi

Prounn Total $ 29,469,692 8 19,136,116 $ 15,434,507 5 3,701,f49
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(N"u-iostodin1 1,,Inctionn)
DIVISION or :;tp 11191.1)1WS - (rolled.)

rIsou vrAn 197c-1076

Adopted Budget Fin:1 Rudger Fxpcndlcurr AD
Prorrnm/Ftmet1on Code Tic10 or Petzription E71-5005 F1i-210 Rormrr 6/76 SurquA/".licit

30-9001 Minor Repair itaintemince

408 Repairs - Central

30-90101 Repair Shops

Personal Service - Total

$ 1,417,477 $ 347 477 $ 130 723 S 207 754

runction Total $ 1,437,477 $ 347 477 S 130 723 207 754

$ 2 253 591 $ 2 284 653 S 3 424 $ 2,281,239

100 Supplies 6, Mcterials - Cenerl' - 4,460 (-) 4,460,,
130 Inatructional Supplies - - 45 (-) 45
169 Building and Maintenence S. 2,106,750 2,106,750 1,708,814 397,936
403 Office Services 356,750 356,750 377,547 (-) 20,797
330 Equipment - Central - . - 712 (-) 712

OTPS - Total $ 2 463 500 $ 2 463 500 $ 2 091 578 $ 371 922

30-90201 Vages - Repair Shop Mechanics

Personal Service - Total

790 Training Program

10-99051 Bureau of Maine. - Contract Maintenance

Function Total $ 4,717,091 S 4 748 163 $ 2,095,002 $ 2,653,161

S 6,031,804 $ 5 956 075 $ 71 $ 5 956 004

26 390 1-3 26,390"
OTPS - Total $ $ - $ 26 390 $(-) 26,390

Function Total $ 6,031,804 $ 5 956 075 $ 26 461 $ 5,929,614

408 Repairs - General $ 5,330,400 $ 330 400 $ 153,343 9 177 057

Function Total $ 5,330,400 S 330 400 S 153 343 $ 177 057

10-99311 Bureau of Maint. - Minor Improvements

30-19321

30-99351

300 Equipment - General
330 Instructional Equipment

OTPS - Total

Function Total

48,000
48 000

$ 48,000
48 000

$ 6,213
3 012

$

IN:78
S 96 000 $ 96 000 $ . 9 225 $ 86 775

$ 96 000 $ 96 000 9 225 $ 86 778

Bureau of Maine. - Furniture Procurement

349 Food Service EqUipment $ $ $ 1,084 $(-) 1,084
377 Textbooks 1,177 (-) 1,177
111 Audio Visual Supplies 557 (-) 557
130 Instructional Supplies 68 (-) 68
408 Repairs - General 1,801 .(-) 1,801
300 Equipment - Canaral 1,135,000 186,638 47,627 139,011
301 Office Furniture 5 Equipment 845,555 178,582 366,973
330 Instructional Equipment 402 607 114 245 288 562

OTPS - Total $ 1,135,000 S 1 135 000 $ 345 141 $ 769 859

Function Total 1,135,000 S 1,135000 $ 345 141 S 789 859

District Contract Repair Program

100 Supplies 4 Materials - Ceneral $ $ $ 381 $(-) 381

300 Equipment - General 50 (-) 50

301 Office Furniture & Equipment 1,826 (-) 1,826

330 Instructional Equipment . - 1,600 (-) 1,600
400 Contractual Sot-vices - 20,245 1-) 20,245
403 Office Services 817 1-) 817
408 Repairs - General 7,307,523 6 471 181 4,170,115 2,100,966

OTPS - Total 7,307,523 S A 471 3P.1 S 4 115 114 S 2,276,069
Function Total S 7,207,523 s A 471 341 S 4,195,314 $ 2 :76 069

Program TotAl $ 26,055,295 $ 19,084,496 S 6,964,209 $ 12,120,289
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(boa-Cuntoiloi Fwiction.5
PIVI$10N OF -

FISCAL YiAK 1475-1976

rroqrae/VunctIon Code Tttic.or Pencription
Adopted Indgot

rm-soos
Finnl Budget

rm-:to
ExpendItute A3
RvVort 0/71, $ur lun/Pvflit

31-32011 Oper. of Sch. ?Lent, Fuel Vangt. 4 Uotor Transport

Personnl Service Total 680,550 $ 705 025 $ 651,5:2 S

412 Rental of Miscellaneous Equipment 135 (-) 135

490 Special Services - 21 ( -) 21

403 Office Services - 41 (-) 41

100 Suppres 6 Materials - General - 51 (-) 51

130 instructional Supplies 5,299 (-) 5,299

187 Kitchen Untenails 39 (-) 39

300 Fquipment - General - 2,222 (-) 2,222

330 Instrvctional Equipment - - 16 (-) 16

400 Contractual Services - - 60 (-) 60

109 Supplies 7,395,500 11,795,100 11,055,269 739,831

169

.Fuel
building i Maintenance S. a 944 00C 944 000 1,182,178 (-) 238,178

OTPS - Total 5 339.5% S 12 739 100 $ 12,245,331 S 493.769

'Function Total 9 On, )50 6 13 444 125 $ 12,897,153 $ 546 972

Program Total .,,J50 $ 13,444,125 $ 12,897,153 $ $46,972

Gross Program Total $ 77,869,810 $ 64,879,573 $ 45,770,076 $ 19,109,497
Less Accruals 55 289 (-) 55,289 (-) 55,289

Net Total $ 77,814,521 $ 64,824,284 $ 45,770,076 $ 19,054,208

- s -
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FISCAL *TEAR 1476-1977

Prosrms/Fonctton Coth Title or Description
Adopted Podget

fit-sms
!Wi(ted Rodg.et

ym-43 Thralls,.

EM Mother'''.

of Thratteo..

2-30311 Educational Fatilitias Planning

Personal Service - Total. $ 818,146 ; - $(-) 818,346 10

100 Supplies S Materials - rencral 6,152 (-) 6,152 III

130 Instructional Supplies 975 (-) 975 .
301 Office Furniture S Equiptent 2,500 (-) 2,500 .
339 Library Books 500 (-) 500 .
401 Postage 20 (-) 20
403. Office Supplies 450 (7) 450 .
'404 Carfare - Travel Expenses, Mileage Allowance - Local 300 (-) 300 .
405 Travel Expenses - Out of City 820 (-) 820 ..

412 Rental cf Miscellaneous Equipment 8,280 (-) 8,280 ..

419 Professional, Technical 4 Consultant Services 3,000 . (-) 3,000 III

490 Special Services 225 (-) 225 ..

OTPS - Total $ 23,222 $ $(-) 23,222
Function Total $ 841 568 $ $(-) 841,368

Program Total $ 841,568 $ SC-) 841 568

5-32011 Operation of School Plants

Personal Service - T-.-' $ 231.,850 $ 231 350 $

109 Fuel Supplies 4,666,360 4,666,360
169 Building 4 Maintecance 329 590 329. 590

OTPS - Total $ 4.995,950 $ 4 995 950 $

Function Total $ 5,211.000 $ 5,227,900 $

5-33041 Repair Shope

Personal Service - Total 5 923,944 $ 852 373 $(-) 71,571 Various

169 Building 6 Maintenance Supplies 679,650 579,650 (-) 100,000 32
403 Office Services 116 750 86 750 (-) 30,000 »

OTPS - Totil $ 796 400 S 666 400 $(-) 130,C00

Function TotAl $ 1,720,344 $ 1 5/8 773 $(-) 201,571

5-33042 Wages - Repair Shop Mechanics

Personal Service - Total $ 2 312 549 $ 2 346 424 $ 33 825 Various

Function Total $ 2,312,549 $ 2,346,474 $ 33 875

5-93321 loreau of Maint. - Furniture Procuranent

301 Office Furniture 4 Equipment 110000 $ 110,000 $
330 Instructional Equipment 455 000 455,000

CMS - Total $ 565 000 $ 565 000 $

Function Total $ 565 000 $ 555 000 $

5-93331 Bureau of !taint. - Minor Improv. I. Repairs

300 Equipment - General 12,000 $ 12,000 $
330 Instructional Equipment 12 000 . 12 000

OTPS - Total $ 24 000 $ 24,000 $

Function Total $ 24,000 $ 24,000 $

5-93351 Bureau of Mint. - Contract Maint. Prog.

408 Repairs - General 4 2,474,750 $ 2,474,750 1

Function Total $ 2 474 750 $ 2,474,750 $

Program Total $ 12,324,443 $ 12,156,747 $(-) 167,696

- 1 -
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(Non-Cubtodial Fnuethii,t)
nIV!SION OF ,.O1'0111. - (coni'd.)

FISCAL YrAR 1q76-1977

Adopted BudFct ?codified Budget FY Number
PreerJedrunction Code Title or resctiption rm-sons EX-43 Change of Change.

6-11311 Executive Director

Personal Service - Total

100 Supplies & Materials - Central
130 Instructional Supplies
301 Office Furniture 4 Equipment
400 Contractual Service, - Gener,1
401 'Portage
402 Telephone & Other Communications
403 Office Services
404 Carfare - Travel Expenses
405 Travel Expenses - Out of City
412 Rental of Miscellaneous Equipment

6-21311 Deaign and Construction

Personal Service - Total

189 25S $ 191 353 $ 2 125 Various

76,900 76,900
2,000 2,000
4,500 4,500
7,750 7,750

43,900, 43,900
110,500-=' 110,500
8,000 8,000

265,000 265,000
2,000 2,000
8 750 S

OTPS - Total 1 529,300 $ 32),)00 S

Function Total S 718558 720,683 S 2.125

$ 1,393 450 $ 7,827,956 $ 434 506 Various

100 Supplies i Materials - General 6,152 6,152 10
130 Instructional Supplies 975 975

.

301 Office Furniture I Equipment 2,500 2,500
.

338 Library Books 500 500
.

401 Postage 20 20
.

403 Office Services 450 450 "
404 Carfare -. Travel Expenses 300 300 .

405 Travel Expenses - Cut of city 820 820 .

412 RentAl of Miscellaneous Equipment 8,280 8,280 .

419 Professional, Technical & Consultant Services 3,000 3,000 .

490 Special Services 225 225
.

OTPS - Total $ $ 23,222 $ 23 222

6-31311 Plant Operations & Maintenance

Personal Service - Total

Function Total $ 7 393 450 $ 7,851,178 $ 457,728

Function Total

2 -
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$ 68037 686,101 $ 4 364 Various
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AdopteaOn1Aet

Frogr,o/Fufletlon Cede ItIo or nv,,.rIxtfon

6-3:311 Opvratlon of School Fl.nc, Fuel Man,,lement

4 Motor Trxisport

I I I led Budr.e t LH I
Cht.iv

Personal Service 7 ',0;e1 $ 668,t.?5 $ 668 8O5

105 Autemotivy Supplic % M.,cr: .is 60,0!"0 10.000
109 Fuel Supplies 1,149,075 1,149,075

169 Building & Maintenance Supplies 298,475 :98,475

300 Equipment - Cenerj1 30,000 30,000
407 RePairs to Mot(r Vehicles 20,000 20,000

412 Rental of Miscelhineous Equipnent 111,C00 111,000

423 Hein, Light & Foyer Services 22,G00 22,000

OTPS - Total $ 1 690 550 $ 1 690 550

?unction Total $ 2 359 445 $ 2 359 445

6-33041 Repair Shop

Personal Service - Total $ 365 350 $ 354 220 sg-) 11,130

169 Buildiro & MAinte'' ,Ire ,:,.- 'es 574,500 339,500 (-)2 ,,C00

403 Office .)eivIce5 65,500 56,500 (-) 9.000

=PS - Total $ 640,000 $ 396a000 $(-)244,000--------.

Function Total $ 1 005 350 $ 750 226 Y-3255,130

6-33042 Wages - Repair Shop Mechanics

Personal Service - Total $ 721 838 $ 632 348 ts-) 89,490

Function Total $ 721 838 $ 632,348 Y-) 89,490

6-33051 Bureau of Maintenance - Contract Maintenance
Program

408 Repairs - General $ 992,503 $ 863,503
419 Profes., Tech. 4 Consult. Services 4,000 , 4,000

450 Contractual Services - Ifildcat 60,000 60,000

OTFS Total

Function Total

6.33311 Bureau of Mai3tenance - Administration

Persqnal Service - Total

Function Total

6-33321 Bureau of Maintenance - Furniture Procurement
Program

330 Instructional Equipment

301 Office Furniture & Equipment

OTPS - Total

Function Total

Program 6 Total

30-90001 Minor Repairs - Mrintenance

$(-)129,000

$ 1.056,503 $ 927 503 $(-)129,000

$ 1 056 503 $ 927 503 3(-)129,000

$ 4 468 037

$ 4 468 037

$ 532,400
145,300

$ 677 700

S 677 700

$19,082,618

__Ellin .

Various

EX-32

EM-32

Various

Various

Various

Various

Uric. a -"I

Various

$4,378,907 $(-) 89,130 Various

$ 4 378 907 $(-) 89,130 Various

$ 289,175
84,470

$(-)243,225

(-) 60,830

EH -32

DI-32

$ 373 645 $(-)304,055 EH-32

$ 373 645 $(-)304,055 Em-32

$18,680,030 $(-)402,588 .Various

408 Repairs - General $ 337 477

OTPS 7 Total

Function Total

$ 337 477

$ 337 477 $ 337 477

$ 337 477 $ 337 477
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'gram/Fnnefion C,le Title or Veserizcten.

.30:90101 Repoli- Shop

FitICM. YEAR _1976-1977

Adopted Doasof
EM-5005

Modified Dudgot 121 I et

E11-41 Clionee Chan:e

Personal Sorvicu - Total

169 Building i Maintenance Supplies
403 Office Services

$ 2 287 936 I_LflIA1±23 $(-)171,20. V4rit'US

$ 2,106,750
.356,750

$ 1,731,750
259,399

$(-)375,000
$(-) 97.151

EM-32

121-32

OTPS - Total $ 2 463 500 $ 1 991 149 $(-)472,351 Eh-32

Function Total 1_1751 438 $ 4 1,17A22 $(-)643,616 Various

30-90201 Wages - Repair Shop Mechanics

Personal Service - Total 5,820,65n I , F:J0 6: Various

Total 5.830.650 .$ 5.690.641 $ 59 991 Various

. 30-99051 Bureau of Maintenance - Contract Maintenance

408 Repairs - General $ 330 400 $ 330 600 $

OTPS - Tital $ 330 400 $ 330 400 $

Fuection Total $ 330 400 $ 330 400 $

10-99311 Bureau of Maintonance - Minor Improvements

300 Equipment - General $ 48.000 $ 48,000
330 Instructional Equipment 48,000 48,000

OTPS - Total $ 96 000 $ 96 000

Function Total $ 96 000 $ 96 000

10-99321 Bureau of Maintenance - Furniture Procurement

300 . Equipment - General
301 Office Furniture
330 Instructional Equipment

$ 186,638
545,555
402,807

$ 186,638
545,555
402,807

$

OTPS - Total $ 1 135 000 $ 1 135 000 $

Function Total $ 1 135 000 $ i 135 000 $

10-99351 District Contract iepairs Program

408 Repairs - General $ 6 471 383 $ 6 471 383 $

OTPS - Total $ 6 471 383 $ 5 471 383

Function Total $ 6 471 383 S 6,471,383

Program 30 Total $18 952 348 518 368 723 $(-)5830515 Various

11-32011 Operation of School Plants - Fuel Management
Motor Transport

Personal Service - Total $ 705 025 $ 707 900 2 875 Ex-43

109 Fuel Supplies $13,643,000 $13,643,000

169 Building & Maintenance Supplies 944,000 944,000

OTPS - Total $14 587 000 $14 587 00o $

Function Total 515 29i 025 515 294 900 $ 2 875 t91-43

Program 31 Total $15.292,025 $15 294 90o 2 875 t34-43

Pequtred Savinea - Capital (-)3.033,609 000 2,533,603
loquired Saving, - Tax Levy 15,1,90,1 (-)150,onn

GRAM PF00FAM TOTAL $ 63,109,399 563o50,4no s 541,001 307



APPENDIX: 13

FUNCTIONAL ORGANIZATION CHART
OPERATIONAL ORGANIZATION CHART
OPERATIONAL ORGANIZATION CHART

- DIVISION OF SCHOOL BUILDINGS
- BUREAU OF PLANT OPERATION
- BUREAU OF MAINTENANCE
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APPENDIX: 13 FUNCTIONAL ORGANIZATION 1/4:HART

OPERATICAL ORGANIZATION cpT
oPE'ATIC\AL. r I ZAT I ON

NvIsION OF SCHOOL BUILDINGS
'- dUREAU oF PLANT OPERATION
guREAL oF MAINTENANCE

The organization charts Pr esented here should assist in establishing

an overview of the Board of Education units providing operotion and main-

tenance services for school Duildinqs. The Functional Orgonizatioh Chart

for the Division of School Buildings was taken from materiol prepared for

the Priority Budget Review for the 1975-1976 Budget; It de0bribes the activities

performed in the various operating units in the division. The Operational

Organization Charts for the OUreau of Plant Operation and the Bureau of

Maintenance were obtained from the Division of School Buildings; the units

comprising these bureaus are shown alonq with the number of employees per

unit (in parentheses).
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asirmwrmmorm.4.001%...0

EXECUTIVE

DIRECTOR'S OFFICE

oun.,......1%,..

FUNCTIONAL

ORGANIZATION CHART:

DIVISION OF SCHOOL BUILDINGS

AdpinbotIon and Coordination of the
activities of the Office of School Gulidings

OFFICE OF DESIGN

&CONSTRUCTION

Administration and Coordination of

design, constructlim end Inspection

of all new buildings end alteration;

OilhEAU OF

4SION

iiM4linistration &

'41.dinatiOn

Areisitecture
0114100ring Contracts

Esti Mating

- Materials Research

Architectural

*charnels'

- Er Inuring

G.0 specifications

- Private Architect
Review

soh and Kitchen
EquiDmeot

3 10

BUREAU OF

CONSTRUCTION

Administration
& coordination

Mechanical

Construction

G,C, change Orden

_ Shoo Drawings

Field Inspection

Engineering

ExPediting

OFFICE OF

MAINTENANCE

AND OPERATION

Administration and Coordination of the
Mainteneoce, rePaln, end CultOdial

Opefation of buildin0 end grounds

for ohool end school adMinIstration

rommiftimafta.."

BUREAU OF

NODERNIZATION.......
Administration

Coordination of

Plant Modernization

Engineering

Modernization

Reconstruction

0..,

&

BUREAU OF

Plant OPeration

- Administration &

Coordination of

the Custodial Forces

& Operation of

Buildings & Grounds

- Building Records

Fuel Management

- Landscape

Motor Transport

Custodial Ares

Supervision

- Custodial District

Supervision

Custodial Services

BuflEAU OF

MAINTENANCE

ApIntssration &

coordination 0,,f

maintenance, nepairs,

and Alterations

material and

Furniture Procurement

Financial and
operational Analysis

- Area Maintenance

Offices

- coral Repair Shop

Engineering

STAFF SUPPORT

Administration

Personnel

Contract and Fiscal

Budget

Central Services

E.D,P, and Operational

Analysis

Government Aid
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OPERATIONAL

ORGANIZATION CHART:

BUREAU OF PLANT OPERATION'

DIRECTOR
111

STAFF

SUPPORT

UNIT

(4)

312

MOTOR

TRANSPOR

UNIT

133

.11.0.0.00..11.

CHIEF OP CUSTODIANS

PLANT OPERATION SECTION

1131

(31

(6)

BORO SUPERVISOR OF CU TODIANS )

1Bk Bx (3) (3)

II CH
DISTRICT SUPERVISOR OF CUSTODIANS

Bk 1 Bx

CUSTODIAN

0 I

(1006)

ws...11,
FUEL

MANAGE.

MENT

UNIT

(4)

RECORDS

UNIT

(3)

TOTAL EMPLOYEES: 1124

AS OF FISCAL YEAR 75/76

LAND.

SCAPE

UNIT

121
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DIRECTOR
121

ASSISTANT

'DIRECTOR
( 1

OPERATIONAL

ORGANIZATION CHART:

BUREAU OF MAINTENANCE'

ADMINISTRATIVE

STAFF
I I

(AREA REPAIR SHOPS)

CENTRAL MATERIAL

11..011

ENGINEER-
SERVICE PROCURE- ING
SECTIO MENT SECTIO

81 UNIT (17)
( 9) M 199]

( AREA MANAGER 1

R 1105.1 L1 04

MANAGER

CENTRAL

REPAIR SHOPS

134 I

TOTAL EMPLOYEES: 967

AS OF 6130176
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APPENDIX: 14

NORMAL DAY SCHOOL ACTIVITY ALLOCATION
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APPENDIX: 14 NORMAL DAY SCHOOL ACTIVITY ALLOCATION

The normal day school activity allocation schedules were designed to

estimate the annual funds needed by a custodian to provide the specified normal

day school custodial services in a school building. There are eighteen factors

in the schedule to relate this estimate to the specific building. The annual

allocation for each building is adjusted whenever there is a change in any of

these factors (e.g., unused space, new annex, change in square footage), whenever

there is a change in contract provisions (e.g., wage rates), or whenever the

Board of Education changes its policy (e.g., reduction in cleaning frequency).

A custodian receives a bi-weekly check for 14 of his annual day allocation
365

for each of his school assignments to provide these services. In addition, at

the end of each month he receives a number of checks for additionai expenses

incurred during that period for:

- Extra activities

- Reimbursable emergency service and
shift-differential

- Reimbursable employee fringe benefits (e.g., jury duty, sick leave,
vacaticn in excess of 21 caiendar days)

- Any necessary adjustments.

In order tc develcp an understanding of the scope of these normal day

school activity factors and their cost to the Board of Education, the following

tables were developed by the Project Management Team with the aid of data pro-

vided by the Production Control Unit of MIDP and the Custodial Payroll Unit of

the Division of Business and Administration. The tables on the next page presents

the cost of each factor as well as indicates the number of schools in which each

factor was applicable. The last table segregates the Board of Education school

buildings by amount of floor space and also presents the percentage of funds

recelved by schools in each category from the total custodial service allocation.
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DISTRIBUTIONS OF SCHOOLS BY FLOOR AREAS

OCTOBER 1976

M Sq. Ft. Number of Badings % Bui ldMgs
Total Area

(M s Ft)q. .
% Area

$ Allocations

Sq. Ft.
% Dollars

0 25 54 5,36 845 0.83 $ 1,063,154 1.81

25 50 104 10.33 4,012 3,94 2,915,930 4.97

50 75 211 20.95 13,667 13.41 9,135,197 15,57

75 100 291 28.90 25,083 24,61 15,276,833 26.04

100 125 115 11.42 12,932 12.68 7,186,930 12.25

125 150 76 7.75 10,730 10,53 5,615,560 9.56

150 175 65 6.45 10,491 10,28 5,433,404 9.26

175 200 15 1,49 2,618 2,76 1,477,389 2,52

200 225 9 0,89 1,923 1.89 973,653 1,66

225 250 20 1,99 4,849 4,76 2,398,191 4.09

250 275 14 1.39 3,635 3.57 1,830,993 3,12

276 over 31 3.08 10,953 10.74 5,370,041 9,15

TOTAL 1,007 100.00 101,938 100.00 $ 58,677,275 100.00
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QUANTITIES MAKING UP

NORMAL DAY SCHOOL ACTIVITY ALLOCATIONS

OCTOBER 15, 1976

Total Floor Area (M.Sq. Ft.)

Unused Space Deduction (M. Sq. Ft.)

Oil Burners Deductions

Outside Steam

QUANTITIES TOTAL $

101,938

836.2

520

il...44

58,677,276

I 235,442 1

1 1,687,592 1

( 467,547 1

High Pressure Boilers
47 166,369

Junior High School
177 737,421

Senior High School
105 2,003,565

High School Annex
18 40,877

Swimming Pools
44 281,569

Elevators
148 272,779

Escalators
34 90,088

Univents
14,514 486,219

Elementary Lunch Fitooms
698 3,559,800

Junior High Schools Lunch Rooms
200 1,346,400

High School Lunch Rooms
112 913,920

Additional Employees
256 3,324,331

Pavement 0 50 (M. Sq. Ft.) 36,887 8,281,550

Pavement 50 100 (M. Sq. Ft.)
8,652 649,333

Pavement 100 120 (M. Sq. Ft.) 894 55,902

Pavement Over 120 (M. Sq. Ft.) 2,136 120,940

Premium Time'
1,046 2,160,074

Elevator Contracts
131 125,967

Escalator Contracts
28 29,131

Sub-totals a' 80,932,930

' Represents approximately the total number of buildings In thls survey.
" Does not reflect reimbursable expenses.



APPENDIX: 15

NEWSPAPER ARTICLES FROM OCTOBER 19, 1964
ON THE NEW YORK STATE INVESTIGATION OF
CUSTODIAL EARNINGS
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APPENDIX: 15 NEWSPAPER ARTICLES FROM OCTOBER 19, 1964
ON THE NEW YORK STATE INVESTIGATION OF
CUSTODIAL EARNINGS

The following newspaper articles appeared on October 19, 1964 in the

Herald Tribune and New York Times. They discuss the conditions that existed

in the custodial service function at the Board of Education that led to a New

York State Investigation of custodial earnings.
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CUSTODIANS PAY STILL IN TOP BRACKET
Ely Joseph Michalak

Gov. Rockefeller's special inves-
tigations commissioner has reopened
his Inquiry into the city school-
custodian "overpayments" problem.

Herman T. Stichman whose in-
vestigations last year led to revela-
tions that custodians were taking
home as much as $53,000 a year,
said yesterday that he had stepped
back into the situation after z break
of 10 Months.

He reported that some custodians
continue to be among the higher-
paid individuals in the country, some
of them receiving more than gover-
nors, mayors of large cities, college
presidents and superintendents of
schools" (including the local Super-
intendent. Dr. Calvin E. Gross).

Despite "self-policing" by mem-
bers of the custodians union since
early this year, one custodian still
netted $46,130 this year. and there
were a dozen whc earned more than

0,000. Besides last year's $53,000
custodian he was down to $36,000
this year two others earned more
than $40,000 during 1962-63.

It was learned that last Wednes-
day Mr. Stichmen took private tes-
timony at his offices. 22 W. 40th St..
from four top school officials. It is
likely that the investigation will ex-
pand shortly to include leaders and
members of the custodians union
and possibly Superintendent Gross
and members of the Board of Edu-
cation.

Dr. Gross was not called for
private testimony or to the three-
day public hearing that closed the
investigation last December because
the financial agreement under which
the custodians reaped their enormous
profits was negotiated before he as-
sumed office in April, 1963.

The New York Herald Tribune, October 19, 1964.

However, Dr. Gross and a three-
man Board of Education subcom-
mittee have spent considerable time
in recent months trying to complete
an agreement under which custodial
ea:nings would be limited to about
$26,000 a year and earnings beyond
that would be returned.

The agreement was announced
on several occasions in recent months,
but it still has not been signed.
Mr. Stichrnan reportedly was told
by one school official last week
that the signing will take place next
month.

In a statement yesterday, Mr.
Stichmen said that one aim of his
new probe was to insure "that ex-
cessive compensation will not be fro-
zen into any new arrangement made
by the New York City Board of
Education."

Though the income of most high-
ly paid custodians has gone down
this year, Thomas Donahoe, the cus-
todian at Abraham Lincoln High
School in Brooklyn took home last
year $46,130$1,130 more than Dr.
Gross earns and slightly under the
550,000 annual salary of Mayor
Wagner and Gov. Rockefeller.

Ono matter reportedly under in-
vestigation by Mr. Stichman is that
the contract being negotiated with
the custodians does not provide for
the school system to secure over-
payments from custodians who
retire.

Eugene E. Hu lt, superintendent
of design, construction and physical
plant, under whose department the
custodians work, acknowledged this
in an interview.

"We're still trying to work some-
thing out on this," he said.

Mr. Hu it was not one of those

32-1-

testified at Wednesday's sessions with
Mr. Stichmen. Those called were Dr.
Frederick M. Hill, deputy superin-
tendent for business and adminis-
tration; Robert R. Hope, director
of plant operations Raymond
Hudson, chief of custodians: and G.
Gary Sousa, law secretary.

Under the "indirect" Payment
system employed in city schools,
custodians are civil-service quasi-con-
tractors, hiring their own help and
buying supplies from a lump-sum
allowance based on the size of their
building and number of extra-hour
activities. They retain what they do
not spend for the maintenance and
opetation of their schools.

After an agreement worked out
in 1962, the total retained by 870
custodians (those in larger buildings,
esPecially high schools, are called
custodian-engineers) leaped more
than $4 millionto $12.7 million.
About hdf of the increase had been
ticketed for improved service and
the rest for salary increases, but
all of it, according to the Stichman
findings, ended as profit for cus-
odians.

During the last fiscal yearending
June 30the totti retainage, accord-
ing to Board of Education figures,
was $12.6 million. The average re-
tainage dropped from $14,713 to
S14,400.



CUSTODIANS FACE SECOND STATE INQUIRY
City School Officials Called to Testify Pay Scale Still Termed Too High
By Leonard Buder

A new state investigation has
been started into the city's school
custodian set-up.

Herman T. Stichman, Gover-
nor Rockefeller's special Com-
missioner for investigations, would
not confirm that an inquiry was
under vvay. But he did say that
some custodians were still earning
excessive amounts despite assur-
ances last year that abuses would
be corrected,

From Other Sources, it was
learned that three officials of the
city school systemamong them
Dr Frederick W. Hill. the Deputy
Superintendent in charge of busi-
ness and administrationwere
questioned last week by Mr.
Stichman and his staff. Others
including officers of the custo-
dians* union, are expected to be
called.

875 PAID $12,599,107
A state auditor, it is known,

also recently examined the rec-
ords of custodial allowances and
incomes at school headquarters.

The state's concern centers on
the fact that the total income of
all custodians last year was almost
at great as it was the year before.

The custodians' union had said
last year that there would be a
reduction of about S4 million in
the earnings of custodians, with
the money going to improve
school care.

According to Eugene E. Hult,
the Deputy Superintendent of the
office of school buildings, the
sYstem's 875 custodians were paid
$12,599.107 in the year ending
last June 30. In the previous
fiscal year. 869 custodiafis earned
$12,697,952.

Mr. Stichman commented:
"Evidently some custodians in
the t:tew York City public school
system continue to be among
the higher paid individuals in
the country, some of them re-
ceiving more than governors, may-
ors of iarge cities, college pre-
sidents, and superintendents of
schools.

'We had expected since our
public hearing of last December
that there would be an over-all
downward adjustment of the com-
Pensation of custodians to levels
consistent with salaries paid for
similar services in the city's col-
leges and by owners of private
buildings, but -overpayment con-
tinues to a considerable degree.

"It is to be hoped that this
unfortunate condition will be re-
medied soon and that excessive
compensations will not be frozen
into any new arrangement made
by the New York City Board
of Education."

During the three-day public
hearing last year it was brought
out that one custodian made
more than $53,000 in 1962-63

which is more than Mayor
Wagner received and two others
earned more than the 640,000
paid to Dr. Calvin E. Gross. the
Superintendent of Schools. Twen-

New York Times, Monday, OctOber 19, 1964

ty-three other custodians received
more than $30,000.

These figures were for the
year beginning October 1, 1962,
when a new payment schedule
took effect. Thus, while the aver-
age income of the city's custo-
dians was $14,713 for the 1962-
63 fiscal year, which started July
1, the average was $15,942 for
the 12 months beginning Oct. 1.

Mr. Hult said yesterday that
the average income for 1963-64
fiscal year was $14,400, a small
decline over the previous fiscal
period but a 10 per cent decline
from the peak 12-mcnth period.

However, he conceded that
the 1963-64 figure was consid-
erably higher than the 1961-62
average of 610,457.

Board of Education officials
said last week that they were
concerned about the incomes of
some custodians although there
had been a general reduction in
earnings, They said that the ex-
cessive earnings of custodians
were being scrutinized by the
system's auditors and the Division
of Business Affairs.

The custodian of one Brook-
lyn high school, who recently
re:Jed, earned $46,150 in the
1963-64 fiscal year, with S21.147
coming from January to June.

The high school custodian
who earned $53,000 in 1962-63
made $36,114 in the last fiscal
year, which is still far above
the limit school officials would

325

like to impose.
Under the present set-up, cus-

todians are regarded as quasi-
independent contractors. They re-
ceive lump-sum allowances for the
cleaning and care of their build-
ings. They pay employes they
may hire from the allowances
and keep the balance as their
compensation.

A new contract, intended to
place a limit on custodial earnings
and to provide other safeguards,
was recently worked out by
school officials and represema-
tives of the custodians' union,
Local 891 of the International
Union of Operating Engineers.
But the agreement has not yet
been ratified by the union's mem-
bers.

The contract would limit to
about $26,200 the income of the
custodian with the largest build-
ing and the most responsibilities.

The maximum basic income
would be $8,550 to $18,000,
with extra compensation for over-
time, evening and weekend work.

Mr. Hult said that the arrange-
ment also provided for a refund
of excessive amounts paid since
Jan. 1. However, ha conceded
that it might be difficult to col-
lect over-payments from "five or
six men" who recently retired.



APPENDIX: 16

CUSTODIAL FACTOR FOR t1ORMAL DAY SCHOOL ACTIVITY
BY SELECTED FLOOR AREAS, 1966-1975
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APPENDIX: 16 CUSTODIAL FACTOR FOR NORMAL DAY SCHOOL
ACTIVITY BY SELECTED FLOOR AREAS, 1966-19'

The custodial factor is the mechanism that links the custodial

contract (and the terms relating to guaranteed minimum salaries and also

maximum permissible salaries) and the allocation formula (which must

provide sufficient funds to the custodian so that he may earn a salary).

The custodial factor is one component of the Tote! Floor Area factor*,

in the Allocation formula; other components are factors for custodial

helpers, etc. The philosophy of the Total Floor Area factor is that this

factor provides the bulk of the funds for custodial services in a

school in general to cover the services of that size school building.

Other physical attributes of the building are handled by the remaining

se enteen factors. This negotiated figure most closely corresponding to

Ite custodian's salary for a 40 hour week does not reflect any of his

potential earnings received In addition for management efficiency.

Increases in these factors have always been in dollars with the

same amount applied to all floor areas regardless of size. Thus, the

percentage change in the custodial factor varies inversely with the

floor areas. The upward trend of the 'custodial factor' component in the

Floor Area Schedule is shown in the following Table prepared by the

Office of Labor Relations and Collective Bargaining in April, 1976.

*Total Floor Area factor is presented in the first table in Appendix: 15.
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CUSTODIAL FACTOR FOR DAY SCHOOL SERVICES

BY SELECTED FLOOR AREAS

1966 TO 1976

CUSTODIAL FACTOR IM. Sq. Ft.I
% INCREASE

50 100 270 50 100 270

1975 $ 14,134 $ 14,812 $ 18,642 9,3 8.8 6,9

1974 12,934 13,612 17,442 8,8 8.4 6,4

1973 11,884 12,562 16,392 9,7 9,1 6,8

1972 10,834 11,512 15,342 10,7 10,0 7,3

1971 9,784 10,462 14,292 7.1 6.6 4.8

1970 9,134 9,812 13,642 7,7 7,1 5,0

1969 8,484 9,162 12,992 8,3 7,6 5,3

1968 7,834 8,512 12,342 13.2 5,7 3,9

1967 6,918 8,054 11,884 3,1 4,6 3.1

1966 6,710 7,700 11,530 8,2 3,4 2,2
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NEW YORK CITY COMPTROLLER'S AUDIT REPORT,
FINANCIAL AND OPERATING PRACTICES PERTAINING
TO CUSTODIAL SERVICES
THE YEAR 1975 (NO. C 77-203)
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APPENDIX: 17 NEW YORK CITY COMPTROLLER'S AUDIT REPORT,
FINANCIAL AND OPERATING PRACTICES PERTAINING
TO CUSTODIAL SERVICES
THE YEAR 1975 (NO. C 77-203)

The enclosed New York City Comptroller's audit report issued on

January 19, 1977 verifies many of the findings uncovered by the Project

Menagement Team. The approach taken by the New York City Comptroller's

Of :ce was to audit specific items in the Board of Education's custodial

service program; the approach taken by the Project Management Team was to

describe operation of the indirect system of providing custodial services.

Thus the Comptroller's audit tends to strengthen the Board of Education's

own findings, coming as it does from a different approach to the problem.

A draft report was furnished to the Board of Education on

December 16, 1976 with a request for comments. Some parts of the response

to the draft audit report from the Deputy Chancellor and the Executive

Director of the Division of School Buildings has been included parentheti-

cally in the Comptroller's final audit report.

331



Office of the Comptroller
City of New York
Bureau of Municipal Investigation and Statistics

Re: Board of Education
Financial and Operating Practices
Pertaining to Custodial Services - 1975
C 77-203

Managerial Summary 1

Background

By iesolution of the Board of Education, custodial serviCes for public
schools and other buildings under its jurisdiction are furnished.through a
"contractual" system.. 'CUstodians-who aie at the same time civil servants
and quasi-independent contractors, are awarded a contract on the basis of
collective bargaining for the cleaning, heating, etc., of these buildings.
The Board employs approximately 1,000 custodians. They, in turn, hire
additional employees to assist in the work perforMance. (To our knowledge,
the Cities of New.York and Buffalo are the only ones in the state with
custodial operations on a quasi-independent contractor basis.) The cost of

. custodial serv..ces for the calendar year l9 was $106.1 million, exclusive
of pension and other fringe benefit costs.

Supervision of custodians is exercised by the Board's Division of
School Buildings through its Office of. Plant Operations andMaintenance.
Bureau of Plant Operations. Its "Rules and Regulations for the Custodial
Force" details the duties, responsibilities and work rules forl custodians.
The "AgrLements" between the Board and Local 891 (Custodians) spells (,4t
the financial arrangements, grievance procedures, etc., for custodians.

th.der the Agreement, payment is made to custodians on the basis of
designated formulae. The custodians hire others to Welp in the performance
of their services. The employees of the custodians are not civil servants.
They are represented by unions which negotiate for wages, hours and work-
ing conditions on their behalf with. the Board and the custodial union.

Custodian compensation, called "Custodial Allowances," is based on
several factors, such as:

Aa) "Day School Allowance" which includes: floor area for each
building, cafeteria/lunch room for each building, custodial
factor or managerial component, etc.

(b) Extra activity services.

The services connected with the day school allowance are such as keep-
ing the schools open, clean, heated and operating for the normal day school
session on school days, Mondays through Fridays.
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Payments are made to each custodian on a bi-weekly basis for day school
activities. With these funds custodians are supposed to pay their employees
and rake other necessary disbursements. /n that regard, each custodian
files monthly disbursement reports with the Board. The difference between
the amounts received by the custodians and the amounts disbursed by them
is referred to as "net retained earnings."

Each custodian is permitted to retain a maximuM amount which varies
from school to school. This amount is described as ."maximum permissible
retain:2d earnings." This amount varies by school. It is limited to a
maximum of $31,000 and is composed of both day school and extra activity
funds. If the "net retained earnings" is greater th. the "maximum per-
missible retained earnings," the difference is required to be' returned

. to the Beard ai "excess earnings."

As part of our continuing audit of the Board of Education we have
examined the oceration of its custodial service. To determine if this
service was being performed economically, we have analyzed the contracts
between the Board and the custodians, as well as the contract among the
Board, the custodians and the employees of the custodians We also exam- .

ined the records of various custodians at certain schools, the Board's
Central Office, and some records pertaining to the schOols with custodial
services being performed under "outside" contract.

.Major Observations

In our opinion, the cost.of custodial services incurred by the Board
can be reduced by $10 to $15 million per year. These savings can be
achieved either by more effective administration of the custodial process
(including the bargaining and administrative aspects of the contracts) or
by the expansion of the number of schools obtaining castodial service
through outside contracts-.

A benchmark for evaluating the cost of-the present system is avail-
able, since the Board has arranged for the performance of custodial
services for five schools and non-school building by outside contractors,

- The Board's comparison of the cost of the "in-house" and "outside" services
for 1975-1976 indicates that the "outside" cost averaged approximately
13% less than the "in-house" cost, as follows:

.

School
(In-House)
Estimated '

(Outside)
Contrabt lifference

PS 57, ;:an. $100.,418.19 $ 85,365.00 - 3 15,053:19
PS S3, Man. 100,418.19 85,365.00 - 15,053.19
PS 96, Kan. 100,418.19 85,365.0o - 15,053.19
PS 70, %an.. 158,227.31 120,450.0o - 57,777.31
PS 61,:ots. 158,227.31 118,050.00 - 40,177.31
Broc.klyn Area

Office 187,247.07 202.7,55.0o + 15.107.03
Szs04.056.7

Fer:ent 1C0;.; . S6.6 13.45.;
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Our examination disclosed that substantial savings could be achieved

through more effective administration of the custodial.process. We see no

keason why the Board should pay more for custodial services under the

existing system than it would need to pay if the entire service were

contracted out: The Board'should expand the number of schools under

contract and seek to reduce costs under the existing system through

negotiation.
!

Some areas for potential savings within the present quasi-independent

contractor custodial process are as follows: -

The earnings of custodians assigned concurrently to more than

one school should be regulated more effectively. Our analysis

showed that 23 custodians earned.more tban1$40,00.0 in 1975.

.The method of eomputing maxiMum permissible retained earnings

results in excessive payments to custodians and should be

revised.

The formula for computing pension costs (which is based on

maximum permissible earnings rather than net retained earnings)

results in excessive pension contributions by the City.

Ownership of capital equipment purchased by custodians for

school purposes should be retained by the Board.

Overtime payments to custodial employees are extensive,

amounting to more than $8 million in 1975. We found no work

schedules at any location we visited and time card,.> were not

regularly punched "in" and "out" each day.

. Nepotism involving custodial employees occurs .to an excessive

extent.- 50% of the custodians employed at least one relative:

Nepotism inherently undermines internal control.

Deductions for unused space are inadequate in connection with

the computation of custodial payment allowances. At present no

deductions are imale unless unused space is greater than 6,000

square feet.

Discussion of Audit Results

A draft report was furnisheOto the Board of Education with a request

for cr.mment.- Comments received have been included parenthetically where

appropriate. The Deputy Chancellor noted that: "For some time I have



been aware of the inequities that exist in the present agreement between

the Custodians and the New York City Board of Education. At my direction,

staff pernonnel together with representatives of other audit agencies and

private industry have been conducting an extensive examination into the

custodial operation. You may be assured that the findings by my staff,

as well as those contained in your report, will be brought to the contract

negotiation sessions."

Mice of the Comptroller
. cWw City otnew Jorh

Report Filed: January 19, 1977
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REPORT ON

THE FINANCIAL AND OPERATING PRACTICES

OF THE BOARD OF EDUCATION

PERTAINING TO CUSTCDIAL SERVICES

FUR THE CALE:IDAR YEAR 1973

C 77 - 203

I. Scone of Review

Thr purpose of this examination was to review the financial and

operating practices of the Board of Education (BE) pertaining to

custodial services performed .37. the public schooli in order to determine

whether these.services are rendered in an economidal manner. We, there-

fore, reviewed,the operations of the custodial service for the year 1975.

II. Background -

CUstodial services can be provided by BE employees directly or by

others. The direct system, wherein all employees.are civil-service, was

plased out 20 years ago because of high costs and poor service. BE now

employs the indirect system. Under this system, cystodians are hired

who in turn hire various employees to assist them in the performance of

the custodial services. Approximately 1,000 custodians are employees of

BE. They employ approximately 5,000 workers operating in over 1,000

locations.

Cnstodians are required to open and.close sdhool buildings, clean,

heat and operate them for normal school-day sessioni.:(day school services)

and for extra activity service.

Custodians are compensated based on an allowanCe for day school

services piid bi-weekly is budgeted, plus an allowance for extra activities

paid periodically.

The contract permits the custodian to retain, after expenditure for

salaries and supplies, a maximum permissible for day school activities and

a maximum permissible for extra activity services subject to a combined

maximum permissible net retained earnings. Excess earriings are required

to be deposited in a trust account pending retuza to the Board of Education

on demand.

The Bureau.of Plant Management of the Division of School Buildings is

charged with the management of custodial services which are carried out by

five borough offices, namely: Manhattan, Brooklyn North, Brooklyn South

(includes Staten Island), Queens and the Bronx. These offices are further

subdivided into districts. Central staffing consists of an Executive

Director, a Chief of Custodians, and an Assistant Chief of Custodians.

Borough and district supervisors staff the boroush and district offices.
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The Board's Office of Labor Relations conducts collective bargaining

for the custodians and their employees.

The contract with the custodians is,in effect, a cost reimbursible

contract with a maximum price. The custodians are civil service employees,

but certain elements of the con:ract,treat the custodians as individual

entrepreneurs. At the same time, certain b00%keepiog and clerical services

are.rendered ty the Foard to the custodians.

Custodial Payments

Payments to the custodians for 1975 amounted to $106.1 million,

exclusive of fringe benefits, of which $94.8 million was for day school

services and $11.3 million was for extra activity services. The custodians

expended $78.9 million and retained $27.2 million. Of the $27.2 million,

$2.4 million was to be returned to the Board as excess earnings.

Contract Schools
. .

During 1975, the Board had under outside contract five schools and a

non-school building, for comparison cost purposes. The required services

forthese buildings were the same as those required to be'performed by

BE's custodial employees.

A comparison of these costs prepared by the Board indicated that the

cost of the conttacted buildings were approximately 13% less than those

serviced by its custodians, exclusive of possible excesses to be refunded

. by the non-contract custodians.

We have therefore 'focused on the various provisions of the contract

,between BE and the custodians to exmlore areas where savings can be

achieved either by more effective administration of the custodial process

(including the-bargaining and administrative aspects of the contracts) or

to increase the number of contract schools.

Comments and Findings

A. Contract Between BE and CustodianS

1. Custodial Earnings

.a. Assignment to more than one school (Temporary Care)

The 1975 contract limit's the earnings of a custodian to an annual

'max.inmm of $31,000. This includes the combined maximums of.the day school

and.extra activity allowances. However, when emeraencies arise, such as .

-long illnesses or deaths, vacancies exist for which no personnel are readily

available, thul... necessitating double coverage by sone custodians. Under

these conditions, the earnings limit does not app17.

We found that for. the year 1975, 285 custodians were assigned to

more than one school thereby enabling 3Gt of them to earn in excess of

$31,000. The earnings, based on our test which included custodians with

double assignments of from one to twelve months dutation, ranged from

$31,712 to $41,04S. Approximately 23 of these custodians earned more than

-$40,000 for the year.
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A conservative estimate of earnings in excess of $31,000 for 1975
is the sum of $503,000.

Supervision on double coverage assignments is bound to be inadequate.
Compensation for the second school should therefore not be at the full rate.

RecemmendatiCn:

Double coverage assignments should be eliminated except for emergencies.
In such cases the excess earnings should be limited in amount.

(BE commented that, "The fiscal crisis of the City created a problem

in filling vacancies. Under our system buildings must have a Custodian in
charge. Beginning in 1974 problems arose with getting certifications from
the Department of Personnel to fill vacancies.

The Department of Personnel wpuld not permit the use of provisionals
to fill temporary vacancies. The Deputy Chancellor approved the employ-
ment of provisionals for this purpose and we have now been waiting over
two months to have Personnel approve the applications of 20 provisionals.
The Bureau recognized that earnings should be limited on temporary cares
ana included such a.limitation in its demands on Local.891 dated Dec-
ember 30, 1975, page 2, Article 111(8), which recommended that earnings
for a second assignment '.ze limited to 10% of the maximum permissible.")

b. Maximum Permissible Retained Earnings

BE's contract with the custoaians provides that there be separate

limits on amounts retainable from allowances for day school and extra

.activity funds received by the custodians. It also stipulates limits on

these combined amounts. In combining these maximums in order to determine

the maximum permissible earnings (the amount each custodian keeps), BE, in

effect, nullifies the per category limits by offsetting a deficit in one'

category against excess in another. For example:

(1) If computed separately
(a) Maximum Permissible-Day School (Custodian's Pay) $18,962

Net Retained (Receipts less Disbursements) 20,263

Excess .

$ 1,301

03) Maximum Permissible-Extra Activity $ 7;637

Net Retained Earnings " " 6,255

Deficit ($ 1,482)

If computed separately, as above BE would receive a refund of $1,301.
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(2) Computation based on combined maximums as used by BE

(a) Maximum Permissibl.?-Day School $18,962

Maximum Permissible-Extra Activity 7,637 $26,599

(b) Net Retained Earnings-Day School $20,263

Net Retained Earnings-Extra Activity 6,255

ExCess

Under BE's contract method there would be no excess.

26,518 1

-0-

We estimate that BE by offsetting the deficiency of one category
against an excess of the other, has overpaid an amount in excess of $1

million for the year 1975.

Recommendation

New contracts should specify separate maximums for day school and

extra activity earnings without apolying a combined maximum.

(BE itates that, "The recommendation is that the maximums on day and

activity earnings be computed separately. Article 11(4) of the Agreement
states, "Nothing in this Article shall be construed so as to place a '

separate limitation on either day school or extra activity earnings, or

be construed as a guarantee of such earnings." This article was negotiated

in 1964 with the first agreement. .It was based on the difficulty of
accurately assigning labor and other costs to each schedule.")

Auditor's Comment

With propr recordkeeping and time controls the costs can be
segregated as to day school and extra activities.

c. Commutation of Limitations on Maximum Permissible on Extra

Activity Earnings

Where there is a number of custodians assigned to the same
school, within the same year, BE applies the maximum permissible retainage

for extra activity earnings to each custodian rather than to the total extra

activity fees generated by the school. BE's method, which is in accordance

with the contract, results in excess expenditures. The reason is that the

custodian is permitted to retain a smaller percentage of excess activity

earnings as these earnings increase.

For example, one school had three custodians during 1975. The

extra activity revenue for the year was $7,482. The maximum permissible

earnings based on one custodian would have been $3,971; whereas, when

computed for each custodian assigned, the maximum was $5,279.
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The records indicate that more than one custodian was assigned in
244 schools having ext.ra activity services in 1975. BE's method of
computation cost an additional $152,620 for the year.

Recomm2ndation

The next contract should restrict the maximum retainage for extra
activity earnings to the earnings of each school rather than to that of
the custodians. The earnings should be allocated among the custodians
on the basis of days assigned to the school as is done with day school
earnings w!len there is mare than one custodian.

(BE commented that, "This is a recommenCatiori for inclusion in the
negotiations. The negotiations are advanced to a point where I do not
believe any new items such as these may be added.")

Auditor's Comment

Items can'be added to or deleted as long as a contract has not been
signed.

d. "Unused Seace

BE'S memorandum dated May 21, 1952 stipulates that a deduction
should be made from the custodial allowance for day school services for
unused space in excess of 6,000 square feet in each school.

This. method is disadvantageous to BE since our tests in 1975
indicate that most of the unused space is less tban 6,000 square feet.
Six thousand square feet is equivalent to ten rooms measuring 30 ft. by
20 kt.

We recommend that the deduction for unused space be based on
actual unused space.

(BE states that, "The unused space agreement is made in accordance
with the current agreement. The Bureau recognized the inequity of the
deduction in its demands for Local 891 dated December 30, 1975 wherein it
was recommended that deductions be made for any area not actually in use.")

e. 'Pension

For 1975 BE used the maximum permissible earnings,for day school
services per the contract as the base for pensionearmings instead of the
net retained earnings.
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Arur testc for 1975 indicate that 59% of the custodians had
an average of $3,020 each less in net retained earnings for day school
services than maximum permissible earnings. BE's method subjected
approximately $1.9 million in salaries to pension contributions during
1975 than would have been subject if net retained earnings were used.
At an average rate of 16.92%, the additional cost approximated $321,000
for the year.

Recommendation:

For greater economy, the Board should base its custodial pension
obligations on the lower of net retained day school earnings or the
maximum permissible day school earnings. ir

(BIE commented that, "The Auditor recommends that pensions be based
on net retained day school earnings or the maximum permissible day
school earnings whichever is less. This is not in-keeping with the
Agreement since pension salaries are set forth in Appendix "D." The
pension salary has been an arbitrary figure on which to determine
pensions for at least fifty years. It is not understood how the Auditor
arrived at his projection of a $321,000 saving. Seven hundred seventy-two
(772) Custodians were in excess for the year 1975 which means about
225 were in deficit for a total of $425,604. Allocations of expenses
between day school and activities are not accurate- .If pensions are
determined by net earnings you can be assured that the last year or two
of a Custodian's service the net earnings will' be at the maximum. I

believe in lieu of saving money the Board of Education Retirement System
would be under-financed with consequent difficulties. In addition to
the foregoing,-since net eartrings vary from pay period to pay period
deducting and recording payments to the individual Custodian's retire-
ment annuity would become administrative chaos.

I believe the projected saving of $321,000 on this item is exag-
gerated. There would be little, if any, savings involved.")

Auditor's Comments .

Our test indicated that 59% of the custodiams, or 624, had
day school net retained earnings which were less than the day school
maximum permissible.

BE's contention that 772 custodians were in excess and 225
were in deficit is.irrelevant.

.f. Accounts Receivable

Receivables arise from the following sources:

(1) Excess maximum permissible earnings refundable to BE.
(2) Various reeeivibles from waTzs of custodial employees..
(3) Due from organizations using school boildings.

342



-

(1) Excess Maximum Permissible Retained Earnings (Trust Funds)

By contract, custodians are reauired to deposit in trust for

BE, excess raximum permissible retained earnings payable to BE on demand.

We found that the trust clause in the agreement has been so modified by

. exceptions as to be unworl,.able. We also found that BE does not enforce
the establishment of trust accounts but attempts to recoup these funds

by deductions from future payments. This approach is ineffective be-

cause of deaths, retirements, resignations and severandes. In these

cases BE relies on the Law Department to collect.

We found that as of January 1, 1976 excess 1975 retained

earnings amounted to $2,436,518. By August 31, 1976 BE collected

$2,085,051. Of the uncollected balance of $351,46E, the sum of $58,928

was turned over to the Law Department for collection.

The records showed that as of August, 1976, the status of

receivables of excess maximum permissible retained earnings was as

follows:

Year
Total

Receivable

Referred to
Law Dent.

Being Collected
By BE

t.

1972
3

. 4

5

$ 13,328
69,395
54,560
351,468

$ 13,328
69,395
54,560
58,928

.01111

1101

$292,540

$488,751 $196,211 $292,540

Recommendations:

Excess earnings,as determined quarterly by E. should be deposited

by each custodian in a separate special bank account to the credit of

the Board.

Interest*should be charged on any unremitted excess from the date

of BE's demand for the funds.

(2) Accounts Receivable frcm Taxes Withheld from Custodial

Employees' Payroll

These receivables arise when a custoadan either dies, retires,

resigns or is terminated before realitting to the rpoard taxes withheld

from his employees' wages.

Prior to March, 1975, the procedure for remitting did not

.

require the transmittal of. taxes withheld at the times nf reporting

on payroll paid. The amount of these items, as =ported en the monthly

reports to the Board, were to be deducted from future custodial advances.

These deductions were not, however, made until at least four months

had passed, thereby creating uncollected items for those custodians

who had left BE. In the meantime, BE has paid tbe taxes, and having

no means cf collecting, turns the accounts over ty the Law Department

for collection.
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We found that in some-instances, BE was as much as a ytar
late in turning these accounts over to the Law De-1.-artment.

For example, on March 4, 1976, a total of $33,628 was turnedover to the Law Department for collection. Of this amount, $11,317
pertained to taxes withheld in 1974. One of the custodians had leftthe Board in narch 1974, and owed $7;743.

The records were not current and they were incomplete. Itwas therefore not possible to determine the reliability of the amountscited above.

Beginning with March, 1976, the custodians are required toremit to the Board the full amount of taxes withheld. If they fail tocomply, deductions are required to be made currently from advances.
This procedure is unsatisfactory, since if a custodian leaves the service,
the same situation could again recur.

Recommendation:

BE should withhold all payments to custodians Who fail to remitthe Camounts
deducted from employees payrolls.

OIE states that, "Items (1) and (2) should be answered by the
Custodial Payroll Unit. However, the recommendatica that interest be
charged on the unremitted excess is one of the Division's demands on
Local 891 dated December 30/ 1975.")

(3) Receivables from Organizations for Use le Schools

BE charges and collects in advance for -ase of space in schools
by local groups. However, governmental-funded gronms are billed after
use.

BE is negligent in collecting such billimgs as can be seen
from the loosely kept records which indicate an amnant in excess of
$184,000 due at the end of 1975. The custodians were paid for the
extra services they provided because of-the additimmal use of the
buildings.

Recommendation:

All organizations which do not pay in advance should be billed
and required to pay within thirty days of the use ciE school premises.

(BE comments that, "Item (3) funds due from ormanizations using
school buildings is under the cognizance of this Division. The money
due is from public or semi-public organizations. Me organization
owing the most money is a child care center operatad by the Chinatown
Planning Ccmmission. They have been notified that service will cease
on January 15, 1977 unless the amount due is paid. It is expected
that heavy political pressure will be brought on tbe Division if this
action becomes necessary.")

311



.B. Contract between BE. Custodians' Unix and Custodians' Employees
1. Work Assignnents

We found laxity in payroll control. For example, none ofthe custodial locations examined maintained work assignment records,and we found many time cards were not p=ohed either "in" or "out."It was therefore not possible to verify the accuracy of time worked.It was similarly not possible to determine if there was over-staffing.

We observed that one custodian in a high school employedfive regular and three part-time firemen. Other custodians hire nomore than two. This custodian used members of his staff, two cleanersand two firemen, as security guards on a regular basis, at premium payrates.

One of these firemen, per the time cards, clocked. 2,112 hoursof regular time, plus 1,808 hours of overtime. This employee-thusworked a total of 3,920 hours for the year, or an average of 15 hoursper week. We computed his salary for the year as $29,973. Since allthe other custodians examined employed no more than two firemen, theemployment of eight, with one working an average of 75 hours per week,apiears to be an unwarranted expenditure of BE's funds.

The policy of assigning firemen and cleaners as security
guards is too costly. Firemen and cleaners are paid $6.58 and $5.01,
respectively, straight time, while security guards are paid $3.00 per hour
maximum. If the Board has-established the need fmr such security service,it should hire regular guards at a considerable saving.

Recommendation:

BE should establish and clearly state standards, scrutinize cus-
todial employee assignments, time cards, etc., to ensure uniformity
regarding the number of employees employed for the same task by each
custodian.

(BE states that the, "Recommendation states firemen and cleaners
should not be employed for security purposes. Where firemen and cleaners
are employed at night, security is only part of tbeir function. They
have other duties to perform in the building. There is no title
security guard and the rate for watchman is $5.043;hour not $3.

The recommendation states Board of Education should check employee
assignments, timecards, etc., to get better accommtability. 'This will
be strengthened.")

Auditor's Comments:

As stated above, no work schedules were maintained at the premises
visited. Work performed, as fireman, etc., could mot be ascertained.
It was thus not possible to-validate the need for the number of firemen
cited, or the need to assign them to perform secumocity guard functions.
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2. Overtime'payment

.BE's contract with the custodians states in part:

"Employees covered by this agreement shall have a five (5)
day, forty (40) hour week, commencing on Monday and ending
on Friday. All work performed in excess of eight i5) hours
per day, five (5) days per week or forty (40) hour6 per
week, or on Saturday or Sunday shall be paid for at the
rate of time and one-half."

We found this clause to be ambiguous in that it does not state
whether part-time employees are covered by the contract, and if 5O, the
condiiibm-s-under which overtime payment can be made to them.

We.found also that many custodians have consistently pai6 premium
rates to part-time employees. Bg by not correcting this practice, hes
ratified it.

We estimate the cost of this item to be in excess of $755,000 for
the year 1975.

Recommendation

The.section of the contract pertaining to the payment of overtime
should be clarified. The conditions, if any, =der which preraum rates
may be payable to part-time employees should be spelled out.

We found that overtime hours for full-time employees amoonted
to 11.3% of regular hours, exclusive of extra activities and shift ais-
ferential hours.

We found no work sohedules in any location visited. Time
records (cards) were not regularly runched "in" or 'cot" each.day.
We could not, therefore, determine the accuracy of boors worked.
Neither could we ascertain the necessity for overtime-

We estimate the cost of overtime for 1975, exclusive of the
hours mentioned above, to be in excess of $8 million-

Recommendation:

We recommend that assignment schedules be prep-weed and used by
all custodians and that control of time cards be instituted. Proper
accountinG rhould reduce or eliminate the need for overtime.

(BE says that, '.... The 53,000,000 cost item mzst include tne besic
hourly rate since our computations indicate premiumusy amounted to only
$3,000,C00 for 1975/1976. There is a certain amount of work mandated for
every Sa:uri:v, .4:11:12.4v Lzli12;,.. in each

,the firean is employed an adziitional hour or two at premium pay ech da;5' in the
heating season. This is certainly more economical tlan employing a full
time fireman to cover a single hour's need. This almpapplies to cleaners
in certain schools...."
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Work schedules are required now by paragraph 2.2.4.of the Rules.
Schools that did not have them should be identified so a complaint may
be filed against the Custodian. District Supervisors check work sched-
ules regularly.")

:

While the $8 million includes the basic pay, since the records
were such that their accuracy could not be ascertained, we are ques-
tioning the validity and necessity of the entire matter of overtime.

3. Neootism

We found that approximately 50% of the cut!todians we tested
employed at least one relative, such as a wife, son or daughter, durinç

the year 1975. The contract is silent concerning such employment.
Our tests indicated that some of these hired as handymen were actually

performing bookkeeping services. There were no assignment reCords and

laxity existed in the clocking "in" and gout" of relatives.

One high school custodian whose net compensatiOn was $31,000

for the year employed one son as a full-time handyman/fireman, another

.as a part-time cleaner and a daughter as a handyman who really func-

tioned as a bookkeeper. The combined salaries to the children amounted

to $28,952 for the year. The combined family income was $59,952 for

the year

(BE comments that, "Nepotism has been recognized as an item that

could create problems. However, the legal staff and the unions claim

that it is not illegal. The District Supervisors constantly watch that

any relative.employed by a Custodian is on the job and working.")

Auditors' Corvents:

Thebasic issue concerns the lack of assignment records and the
inherent lack of internal control :Icipotis= exists.
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4. .Bookkeeming

We found that many custodians hired individuals, including
relatives, as handymen and were using them as bookkeepers. Handymen
are paid $6.58 per hour. For a forty-hour week, fifty-two weeks per
year, this rate generates $13,686 ner year. The salary of the
Assistant Accountant title in the City of New York, as of July 1, 1975,
ranged from $10,775 to $12,300. An Assistant Accountant is required
to have a great deal more training than handymen/bookkeepers.

Recommendation:

The cuttodians' contract permits the hiring of bookkeepers and
other office staff, as necessary. It does not, however, set a may
scale for such classifications. We therefore recommend that wage
.scales for these titles, commensurate with the work to be performed,
be established in future contracts.

Recommendation:

(BE commented that,."The Division has recognized the need for control
of Custodian's clerical se_vices and in negotiations for each agreement
has demanded changes. In the latest demands dated December 30; 1975,
it was recommended that clerical help be'paid at the cleaners' rate
and that limitations be placed on the number of hours of clerical help
per week in accordance with building size.")

C. Cani*al Eauinrent Purchases

BE's contract with the custodians permits them to purchase items
of capital equipment. However, the custodians charge their monthly
expenses with the depreciation cost only, and at the end of the denre- .

elation period title to the equipMent vests in the custodians. Capital
equipment is defiilea as having an anticipated useful life of not less
than three yeirs and a purchase price in excess of $350. For the year
1975, we estimate that the Board, through the custodians, expended
$1.2 million for these items.

We also found that the custodians purchased durable goods, such
as typewriters, calculators, snow blowers, air compressor paint sprayers,
etc., which cost less than $350 each. They are not considered depre-
ciable and are charged to miscellaneous expenses. These itemi also
become the personal property of each custodian.

We estimate that $192,000 of these items were purcliased in 1975.

Reccmmendation:

We recommend that the Board discontinue the practice of donating
capital equipment and durable goods to the custodians. These items
should be inventoried by the custodians and held in trust for BE.
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(BE commented that, "The Board is supposed to supply all equipment
and materials necessary to operate the buildings. Custodians are per-
mitted to purchase equipment and material from their labor allowances
to eke cut the meager amount of equinment and material furnished by
the Board. It must be remembered that court decisions prior to the
Agreement negotiated in 1964 stated the Board had no control on the
Custodians expenditures as long as the building was maintained in
accordance with the Rules. The Union in 1964 agreed to.limitations
on expenditures for labor and materials as long as it was a reasonable
control. Without these expenditures the Board would have been in
serious difficulties over health hazards in the past few years. The
cost of inventorying such purchases would far outweigh the cost. In
:Iddition, the Custodians could legally refuse to purchase anything
which would create more problems than the Division could handle.")

Auditors' Comments:

Our criticism is aimed at thedonation to the custodians of the
items of permanent equipment, i.e., relinquishment of title by BE.

We are not advocating that BE control or prevent these purchases.

The effect of these donations is-to increase the donees' net re-
tained earnings without subjecting such earnings to the maximum permis-
sible Limit agreed to by both parties to the contract.

D. Other Exnenses

1. Income Tax Prenaration

We noted that many custodians paid amounts ranging from $50
to $100 for the preparation of their tax returns and charged this item
to the Board. We found no instance of disallowance of this item by E.

The preparation of individual tax returns is a personal
expense, the cost of which should be borne by the individual custodian.

(BE commented that, "Income tax preparation is a personal exmense
for a salaried employee. However, Custodiarvi must file returns as
small businesses because of payroll, insurance and other expenses.
Each year the Custodial Audit Unit establishes what is considered a
fair amount for tax preparation for the business end of the Custodian's
income tax. .Any amount above that is considered his personal tax pre-
paration and is denied as an expense.")

Auditors' Comments:

Payment of charges for income tax preparation constitUte salary adjustment.
to the recipient. Such adjustments should be subject to the contractual
limits applicable to net retzdned cirnn;7s.
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2. Christmas Bonus

We found
bonus during 1975.
to the Board: The

Reccmmendation:

that two cu7to4ians paid their employees a Christmas
The bonuses were included on the monthly reports
items of $300 and $566 each, were not questioned.

The payment of Christmas bonuses from City funds is cuestionable
BE should request reimbursements from the custodians involved.

(BE commented that, "The Auditor objects tb Christmas or other
bonus payments made to custodial employees. Article III, paragraph 9,
permits reasonable bonus payments to employees. This provision has
been in every Agreement since the first negotiated in 1964. Custodians
had for many years rewarded excellent service during the year by small
bonuses at Christmas time.

The bonus theory has recently been applied to Civil Service
management employees (e.g., the Fire Department). A limit of $50 oer
employee was established by the Custodial Audit Unit on bonuses.")

Auditors' domments:

Bonuses are salary adjustments. If negotiated salaries are adequate,
reasonable, and,equitable, there should be no need for bonuses, In our
opinion, bonuses should not be a permissible contract cost.

Iv. Conclusion

As indicated on the preceding pages, we found that BE's costs for
its custodial service can be substantially reduced. Based on this
examination, we have projected savings of from $10 million to $15 million
for the year 1975, or 9% to 15% of its 1975 custodial cost. The spe-
cific areas of savings have already been-discussed.

BE's comparison of the cost of its outside custodial contracts
with those for its own custodial service, film the same schools, indi-
cate a saving of 13.4t on the outside contracts for the 1975/1976
school year.

(BE commented that, "A recent report by the Division recommended
that more ,.:hools be added to the program to see what effect it will

".have on costs.")

BE's reply to our draft report coneludes, as follows:

"In concluding, I must point out that most of the recommen-
dations made by the audit group are contained in our demands
on Local 891. However, labor negotiations are a two-way
operation, not a unilatcral decision. Our demands may
be accepted in.part,and then again since the Board is in a
poor bargaining position, without money none of our demands
may be met. The $12,000,000 saving recommended by the
audit group all dorond on renegotiation of three labor con-
tracts."
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Au,-Ntsr:"

Sorne of the insues covered in this report relate. to contract
nc.r7t4at;anz, while others relate :o contrziot aaz-!niztration.

iz a t..:.7o-wr,y =atter. Eut we believe ti.e Eoard is in a cood
tarcainin position, particularly when the 3oard is in the position of
rlazin;- additional school: under outside contract.


